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Abstract 
 
Despite considerable research interest, the existence of a positive relationship between the 
measurement of performance and the achievement of performance outcomes has yet to be 
definitively proven in the literature. This thesis contributes to existing knowledge in the 
performance measurement (PM) field by providing three theories which explain the link 
between measurement and the achievement of outcomes in the hospitality sector. These 
theories derived from a mixed quantitative-qualitative sequential methodology, and 
embedded in a Critical Realist (CR) perspective, develop and improve upon existing theory 
by providing additional understanding and new research directions for practitioners.  
Beginning with a reconceptualisation of performance as an emergent property rather than a 
contingent property, the research then applies the Critical Realist logic of inference, known as 
retroduction, which explains events through the identification of mechanisms which are 
capable of producing them. The emergence of performance in hospitality organisations is 
thus investigated through the exposure of the underlying factors, the structures and generative 
mechanisms which influence both measurement and performance outcomes. The research 
results in a new understanding of the role of leadership in stewarding performance by the 
selective deployment of the organisational measurement apparatus. It also re-evaluates the 
role of dissonant performance to promote innovative problem-solving to improve 
performance, and uncovers the delicate balancing act between the needs of principals and 
agents in the property owner / management company relationship. Most notably this work 
presents an augmented control theory of the measurement-performance link, which is a 
complex, multi-faceted and adaptive model with elements of the traditional control theory 
paradigm, as well as pre-emptive and pre-operational control elements.  
The findings of this work challenge the prevailing paradigm of the subject area and update, 
refine and expand on the existing body of theory by offering a deeper, more comprehensive 
explanation of the measurement-performance link than previous works.  
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Chapter 1:  Introduction  
  
1.1 Introduction 
 
This chapter seeks to outline the nature of the study being undertaken and present an 
overview of the research. It will provide brief introductions to the problem being examined, 
the research aims and objectives and the research philosophy and research methodology 
adopted. The chapter will also set out the layout and purpose of the rest of the thesis 
document.     
 
1.2 The Nature and Scope of the Problem  
 
The Irish hotel industry is currently in a state of recovery after significant recession brought 
about by the global economic crisis of 2008 and the collapse of the Irish construction and 
banking sectors. In challenging competitive environments organisations tend to focus very 
strongly on the management and measurement of performance in order to meet the task of 
staying in business. Harris & Mongiello (2001) see a company’s emphasis on performance 
measurement (PM) as a route to competitive advantage and turbulent business environments 
can be seen as a key driver of both organisational and scholarly interest in performance 
measurement.  
The PM Field has been the subject of intensive academic scrutiny since the early 1990s and 
has developed considerably in that relatively short time. Three distinct phases of PM research 
have been identified: beginning with the development of measurement frameworks; 
progressing to the study of the design and implementation of measurement systems; and 
culminating in a focus on the organisational consequences (outcomes) of performance 
measurement.  Despite almost 30 years of attention, research into performance measurement 
still has what could be referred to as significant, foundational problems. There has been a 
lack of development of key concepts or a unified terminology in the subject area, mostly due 
2 
 
to the multidisciplinary nature of  PM (Franco-Santos et al. 2012; Melnyk et al. 2014), an 
area which has ‘vast richness, but unmanageable diversity.’(Neely 2007a, p.2). 
One of the most significant issues in the PM field is that there have been contradictory 
findings as to whether or not the measurement of performance actually has an impact on the 
achievement of performance outcomes (Franco & Bourne 2004). In fact it is suggested that 
measurement has become such an accepted approach that few organisations genuinely 
challenge why they should measure in the first place, concentrating instead on what can be 
measured and how to measure it (Robson 2004). Another issue in the PM literature is the 
predominance of research into large organisations in the manufacturing sector, although the 
service and small and medium enterprise (SME) sectors are beginning to receive academic 
attention (Garengo & Bititci 2007; Jääskeläinen et al. 2012)  
In light of these important gaps in the literature and the context of the Irish hotel sector’s 
burgeoning recovery this research project aims to examine the nature of the relationship 
between performance measurement and the achievement of performance outcomes (the 
measurement – performance link) in the Irish hotel sector. This will be achieved through the 
deployment of a Critical Realist mixed methodology which will examine the measurement 
practices of the Irish hotel sector through quantitative means and probe the impacts of 
measurement on performance outcomes through qualitative enquiry, in an effort to gain a 
deeper understanding of how performance measurement and performance outcomes relate to 
each other. 
The research makes a contribution to knowledge in both the field of general performance 
measurement and hotel performance (see Chapter 12 page 298) and has potential practical 
implication in the hospitality sector. The research makes its contribution to these fields in the 
following ways: 
1. Via three explanatory theories for the measurement-performance link as it relates to 
the hospitality sector. As such this work adds significantly to one of the most 
important debates in the performance measurement literature: whether or not 
measurement has a positive influence on the achievement of performance outcomes. 
By examining three hotel properties with varying performance profiles the influence 
of measurement on performance outcome is comprehensively explained by the 
articulation of specific mechanisms which generate the link between measurement 
and outcome. 
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2. Addressing both the lack of investigation into the service sector and the SME sector 
as it focuses on hotel operators in Ireland (a service industry which is composed 
predominantly of SME operators). This work will continue the shift of performance 
measurement (PM) investigations from their reliance on large and manufacturing 
industries to focus on smaller businesses and the SME sector and contribute to a 
deeper understanding of the measurement – performance link in these areas.  
 
3. Offering practical insight for the betterment of measurement application in the 
hospitality sector. Chapter 12 (page 298) suggests ways in which practitioners can use 
the explanatory theories provided to impact positively on performance outcomes, 
through contract negotiation, management development, cultural change, and 
investment practices, all of which have the potential to improve outcomes and 
advance the evolution of performance measurement systems.  
 
4. The use of a meta-theoretical perspective in this research adds to both the theoretical 
and the methodological development of the subject area. Several calls have been made 
in the literature for more theoretical depth to be applied to the study of the 
measurement-performance link (see Section 2.9 page 37) and the application of a 
Critical Realist lens proves to be both novel and enlightening. This work challenges 
the prevailing paradigm of performance as a contingent process and suggests an 
emergent explanation of performance (see Section 4.4 page 69 & Section 12.3 page 
303). Methodologically the work provides a depth of analysis and explanation of the 
subject matter which exceeds those achieved from the use of alternative 
methodologies (Section 12.4 page 306). 
 
5. The research is timely as the Irish hotel sector continues to operate under unique 
trading circumstances (see Chapter 5 page 114) and as the sector continues to recover 
from recession, the management and measurement of performance remains a key area 
of interest.  
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1.3  Research Philosophy  
 
This research follows the research philosophy of Critical Realism (CR) (Bhaskar 1975, 1979) 
which postulates a layered reality through which individuals may gain understanding of the 
world. Although the CR research philosophy is considered in some depth Section 4.3 (page 
63) a brief introduction to the major terminology of CR is included here for clarity.  
Critical Realism suggests that reality is stratified into three domains each of which will 
provide an individual with a deeper understanding of the world (Bhaskar 1975). The first of 
these domains of reality is: the Empirical, that which may be actually observable. The second 
stratum of reality is known as: the Actual, where interactions of mechanisms give rise to the 
occurrence (or non-occurrence) of events. Finally there is: the Real, which consists of 
mechanisms or structures which give rise to the events (of the Actual) which are observable 
in the Empirical (Dobson 2001; Sayer 2004; Mingers 2006). 
The influence of Critical Realism upon the research design and methodology is briefly 
addressed in the following section.  
.    
1.4 Research Methodology 
 
The research being undertaken is classified under Creswell and Plano-Clark’s (2007) mixed 
methods typology as a sequential quantitative / qualitative explanatory research undertaking. 
This means that an initial quantitative phase will be followed by a qualitative phase. In this 
particular research design the sequentially occurring research will begin with a quantitative 
phase in the form of an online questionnaire survey and conclude with a qualitative phase 
employing case-study methodologies. The purpose of the qualitative research is to further 
examine and explain the results uncovered by the initial quantitative instrument. The 
quantitative research phase will also provide participants from which a purposive sample will 
be selected for the case study investigation.  
The research methodology may also be expressed in Critical Realist terms in line with the 
research philosophy underpinning the project. The quantitative phase of the research seeks to 
illuminate the Empirical (that which can be observed) events operationalised by the 
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questionnaire. The quantitative phase will also give indications of the Actual (events or 
occurrences not captured in the data or the potential for events to occur). Pearson Chi Square 
analysis will indicate relationships between data variables but not describe them. The Actual 
indicated by the existence of relationships between data variables will become the bedrock of 
the second phase of the research process as these relationships are more deeply and 
contextually explored through case study in the hope of describing the Real (the underlying 
mechanisms which may give rise to the Actual). The overarching research philosophy of 
Critical Realism is examined in detail in Section 4.3 on page 63 
 
1.5  The Research Aims and Objectives 
 
The central aim of the research undertaking based on the literature reviews in Chapter 2 (page 
10) & Chapter 3 (page39)  is to: 
Examine the nature of the relationship between performance measurement and the 
achievement of performance outcomes (the measurement-performance link) in the hotel 
sector. 
This broad aim is operationalised into a single question: 
 What is the nature of the measurement-performance link in the hotel sector? 
This type of question is described by Tashakkori & Creswell (2007) as an overarching mixed 
method question, and may best be answered by using multiple research questions. As such 
the general nature of this type of research question paves the way for subsequent research 
questions which may be quantitative or qualitative in nature. In the case of this research two 
types of research question are asked, one being essentially quantitative (phase one), the other 
qualitative (phase two). Each question has its own objectives which feed back into the 
overarching mixed method question and which dictate the direction and scope of exploration.  
The initial phase of the research is quantitative and seeks to answer the fundamentally 
descriptive question:  
What are the current performance measurement practices? 
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This question can be best answered through the use of a survey instrument to explore the 
measurement activities of a large number of respondents in an effort to understand the 
measurement activity of the sector. The objectives of the quantitative phase of the research 
are: 
1. To document the extent and focus of both formal and informal measurement activity 
in the Irish hotel sector. 
2. To determine the openness of companies to the use of measurement and their levels of 
trust in measurement. 
3. To describe the nature of measurement in the sector, in terms of having a strategic or 
tactical focus. 
4. To discover whether or not there is a link between the use of performance 
measurement and the achievement of performance outcomes.  
5. To establish in CR terms the Empirical of performance measurement in the Irish hotel 
sector, and also to provide some insight into the Actual of performance measurement 
(indication of potential underlying structures or mechanisms for qualitative 
investigation). 
 
Once an up-to-date picture of the performance measurement landscape has been established 
the study can then progress to examining the relationship between PM and outcomes in more 
detail. Phase One’s objectives, therefore, serve to not only answer the quantitative research 
question but to contribute significantly to the overall research question and to the second 
phase of the mixed method research. This contribution can be seen in objectives 4 & 5 and 
also in the use of the research instrument to provide a non-probability sampling frame (see 
Section 4.10.6 page 99) from which to derive the population for the qualitative phase of the 
research. Therefore there are clear links between the first and second phases of the research.  
 
The qualitative (second phase) research question, derived from data provided by the 
quantitative phase of the research is:  
How does performance measurement impact on the achievement of performance 
outcomes? 
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This research question seeks to deepen the understanding of any potential relationship 
between measurement and outcomes (uncovered by phase one) and further contributes to the 
overarching mixed method question previously articulated. This phase of the research also 
has several distinct objectives which build on the information gleaned from the initial 
quantitative phase of the study. The research objectives of phase two are outlined below: 
1. To understand and explain the nature of the relationship between the use of PM and 
the achievement of performance outcomes; to elucidate the Actual.  
 
2. To ascertain the underlying causal structures or mechanisms which exist and 
influence the relationship between PM and outcomes: the Real (see section 4.3, page 
63).  
 
3. To attempt to explain how and why measurement impacts on performance outcomes. 
 
4. To contribute to furthering knowledge about the impact of performance measurement 
on performance outcomes.   
 
 
Having achieved the various outcomes for each phase of the research the unified data and its 
analysis will seek to contribute to provide a comprehensive answer for the mixed method 
research question:  
What is the nature of the measurement-performance link in the hotel sector? 
A comprehensive examination of the issues relating to mixed method research questions and 
the particular questions being addressed by each phase of this research is provided in Section 
4.7 on page 74.   
 
1.6 Organisation of the Thesis Document  
 
This doctoral thesis consists of 12 chapters. The first chapter is an introduction to the research 
document and the remaining chapters incorporate the following: 
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 Chapter 2 (page 10): Introduces the reader to the Performance Measurement (PM) 
subject area and reviews a selection of the academic literature relating to PM. The chapter 
describes three distinct phases in the evolution of discourse in the PM literature and discusses 
the key issues, debates and concerns of each. This chapter highlights the development of the 
subject over the last 35 years and also seeks to review the theoretical development of the 
subject area over the same period, which is seen to have evolved and broadened in tandem 
with the development of the subject area.   
 Chapter 3 (page 39): Focuses on the literature relating to performance measurement in 
the hospitality sector. The chapter follows the three distinct phases of PM discourse as 
outlined in Chapter 2 and appraises the contribution of the hospitality sector to the subject 
area. Theoretical development within the PM literature in the hospitality field is also 
discussed. This chapter seeks to highlight the significant differences between the hospitality 
PM and the generic PM literature and emphasises the similarities as well as the divergences 
between the two literatures.   
 Chapter 4 (page 58): Details the philosophical and methodological issues relating to 
the research project. This chapter seeks to justify not only the research philosophy of Critical 
Realism (CR) being adopted for the project but also justifies the use of a mixed methodology.  
The chapter describes the ‘fit’ between a CR research perspective and a mixed method 
research undertaking and also details the considerable design and quality assurance 
undertakings associated with the deployment of both a quantitative and qualitative research 
phase.     
 Chapter 5 (page 114): Introduces the reader to the Irish economy and its tourism and 
hotel sectors. This chapter also describes the unique operating environment in which Irish 
hotel companies find themselves participating as a result of both the global economic 
downturn and Irish government policy decisions relating to the collapse of the Irish banking 
sector and subsequent economic recovery. 
 
 Chapter 6 (page 123) and Chapter 7 (page 149): Outline the results of the quantitative 
phase of the research project. Chapter 6 largely deals with descriptive research results while 
Chapter 7 delves deeper into the data to search for relationships and answers to the 
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quantitative research questions posed in Chapter 4 (and briefly described in Section 1.4 on 
page 4).  
 Chapter 8 (page 171), Chapter 9 (page 213) & Chapter 10 (page 236): Present the 
result of the qualitative case study phase of the research project and seek to provide answers 
to the qualitative research questions which are posed in Chapter 4. Furthermore, these 
chapters lay the groundwork for a Critical Realist explanation of the measurement-
performance link.   
 Chapter 11 (page 260): This chapter is a cross-case analysis of the case studies 
detailed in the three previous chapters; the goal of this chapter is to develop a coherent CR 
interpretation of the results of all three case studies in their totality. This chapter also 
consolidates the quantitative and qualitative phases of the research project and seeks to 
formally address the research questions outlined above in section 1.3 on page 4 (and 
described in detail in Section 4.2, page 58). 
 Chapter 12 (page 298): Presents the response to the over-riding mixed method 
question of the research (see Section 4.2.3, page 61) by providing a Critical Realist 
explanation of the measurement – performance link. The academic, theoretical, 
methodological and managerial contributions of the thesis will also be set out, along with a 
discussion of the limitations of the study and suggestions for future directions of the research.  
  
1.6  Conclusion 
 
It is hoped that this timely and necessary research will contribute significantly to both the 
hospitality and to the general performance measurement literature. It is envisioned that the 
results will both inform and challenge existing theory in the field of performance 
measurement and by its use of a meta-theoretical Critical Realist perspective encourage other 
scholars in the adoption of similar methods. The rationale for, and the conduct of the 
research, will be described more fully in the subsequent chapters.  
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Chapter 2:  Performance Measurement Literature Review 
 
2.1  Introduction  
 
The following chapter will set out the evolution of the literature relating to the measurement 
of performance, its major phases and the theories that underpin the work. This chapter seeks 
to introduce the key ideas associated with the performance measurement literature before 
focusing on how that literature is applied to the hospitality industry.    
 
2.2 Performance Management and Performance Measurement in Context  
 
The reason why organisational performance is difficult to define is to be found in the 
‘multidimensionality of the performance concept’ (Verweire & Van den Berghe 2004, p.6). 
In terms of organisational performance, for example, financial terms, operational terms, 
marketing terms and others, all may be used to describe a company’s performance. Several 
authors state that settling on a universally accepted definition of performance management is 
further muddied by literatures focus on performance measurement exclusively (Verweire & 
Van den Berghe 2004; Andersen et al. 2006; Franco-Santos et al. 2007).  
Table 2.1 on the following page, provides differing definitions of performance management 
and demonstrates how various disciplinary perspectives influence the characterisation and 
interpretation of the concept. Certainly, individual disciplines will have idiosyncratic 
interpretations of performance management, but one feature is common to all definitions: the 
necessity of measurement. 
11 
 
Table 2.1: Performance Management Definitions 
Discipline Performance Management Definition   Source  
Strategic 
Management  
A process that helps an organisation to formulate, implement 
and change its strategy in order to satisfy its stakeholders’ 
needs.  
(Verweire 
and Van den 
Berghe 
2004) 
Information 
Systems 
A process that enables you to meet your business performance 
measurements and objectives. 
(Cassier et 
al. 2005) 
General 
Management  
A system of activities (Vision & Strategy, Goals & 
Objectives, Execution & Evaluation) connected and supported 
by processes (rationalisation, commitment, tracking and 
perspective) with tools and technology to support the system 
(Modelling, Planning, Reporting and Analysis – an Enterprise 
PMS).  
(Dresner 
2008) 
Public Sector 
Management  
Performance Management is about assuring a greater 
likelihood for reaching desired outcomes by addressing issues 
that have to  do with the business process that is expected to 
generate the sought-after results the organisational and 
environmental contexts in which these processes and 
outcomes take place and the involved behaviours of various 
stakeholders.  
(Halachmi 
2005) 
Operations 
Management  
Performance Management is action, based on performance 
measures and reporting, which results in improvements in 
behaviour, motivation and processes and promotes innovation.  
(Radnor and 
Barnes 
2007) 
E-Commerce  Performance Management is a process used to evaluate and 
improve the efficiency and effectiveness of an organisation 
and its processes. 
(Chaffey 
2009) 
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Although not stated explicitly in many definitions, the notion that management direction and 
action has to be the result of some form of measurement is certainly obvious. In fact, Neely & 
Bourne (2000) argue that the process of measurement is wasted unless the data gathered 
informs management action. This symbiotic relationship between performance management 
and performance measurement is best encapsulated by the oft cited words of Bob Napier, 
Chief Information Officer at Hewlett Packard who is reputed to have stated in the 1960s, ‘you 
can’t manage what you can’t measure’ (Chaffey 2009, p.704). Brudan (2010, p.111) explains 
the relationship thus:  
‘Performance measurement is a sub process of performance management that focuses on the 
identification, tracking and communication of performance results by the use of performance 
indicators. Performance measurement deals with the evaluation of results. While performance 
management deals with taking action based on the results of the evaluation and ensuring the 
target results are achieved’. 
Brudan’s (2010) definition describes a simple relationship between measurement and action 
in order to achieve performance, but the reality of this relationship is much more complex. 
The findings of a review of 99 studies on the impacts of measurement on organisational 
performance by Franco & Bourne (2004) concluded that findings were contradictory, with 
most papers suggesting a positive relationship, although this diminished with the application 
of increasingly rigorous research methods. It would appear that the nature of the impact of 
measurement on performance outcomes, also referred to in the literature as the consequence 
of performance measurement, is still a relatively open question amongst academics. In order 
to further this investigation, at this point, a thorough evaluation of the literature, ideas, issues 
and concepts surrounding the measurement of performance in general, and of hospitality in 
particular, must now be undertaken. 
 
2.3 The evolution of the Performance Measurement literature  
 
A review of the literature on performance measurement reveals three distinct phases, in terms 
of academic and practitioner focus. Starting in the late 80s and early 90s with the 
performance measurement (PM) revolution and the advent of more balanced and strategically 
focused measurement systems like the Balanced Scorecard (BSC), the literature had evolved 
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to focus on the design and implementation of Performance Measurement Systems (PMS) by 
the latter 90s. More recently, the performance measurement literature has become 
increasingly concerned with how organisations manage measurement and what the 
individual, team and organisational consequences of performance measurement are (Franco-
Santos et al. 2012). This review of the performance management literature will follow the 
three phases as outlined in Table 2.2. As this current study seeks to understand the 
consequences of performance measurement on hospitality organisations, focusing particularly 
on performance outcomes, it is firmly placed in the third phase of performance measurement 
discourse. In order to more fully orientate the current study a comprehensive review of the 
literature pertaining to performance measurement in general, and hospitality measurement in 
particular,  will now be undertaken to give a background to the research problem and 
justification for its investigation.  
 
Table 2.2: The Phases of Performance Measurement Literature 
Performance Measurement 
Literature Focus 
Timeline  Key Contributing Authors 
 Performance Measurement 
Revolution / Framework 
Development 
Late 80s to 
Early 90s  
(Kaplan & Norton 1992; Fitzgerald et al. 
1991; Lynch & Cross 1991; Neely et al. 
2002) 
Performance Measurement 
System Design  & 
Implementation  
Mid 90s to 
Mid-2000 
(Bourne et al. 2000; Neely et al. 2000; De 
Toni & Tonchia 2001; Hudson et al. 2001; 
Bourne et al. 2002; Melnyk et al. 2004; 
Garengo & Bititci 2007) 
Managing through Measures 
and the consequences of 
measurement 
Early 2000 
to Present 
(Franco & Bourne 2003; Bourne et al. 
2005; Franco-Santos et al. 2012) 
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2.4 Phase 1: The Performance Measurement Revolution and Framework 
Development  
 
Robert Eccles’ ‘The Performance Measurement Manifesto’ (1991) officially heralded a 
revolution in management thinking with regard to the measurement of business performance. 
It describes a paradigm shift which would provide an equal (or greater) status to non-financial 
measurement, moving away from the traditional financial measurement focus, and the linking 
of measurement to strategic objectives. Eccles was by no means the first to advocate a more 
balanced measurement approach: academic heavyweights like Peter Drucker (1955) had been 
preaching the balanced measurement agenda decades previously, but Eccles’ work came at a 
time when the deficiencies of financial measurement were being exposed by an increasingly 
dynamic business environment and the pressing need to develop new measurement systems 
to cope with new strategies and competitive realities. 
Historically, organisational performance measures (accounting measures) have been widely 
criticised in the literature. Traditional measures are seen to encourage short term management 
thinking, lack strategic focus and fail to provide data on quality, responsiveness and 
flexibility (Neely 1999). Traditional measures are also criticised for their historical focus and, 
therefore, their lack of relevance in the sometimes uncertain and complex environment of 
modern business  (Neely 1999). Whilst these failures of traditional measurement 
methodologies have been long understood, the impetus behind this Revolution in 
Performance Measurement was the changing nature of the business world and the dynamic 
nature of the organisational environment. Neely (1999) suggests that there were seven drivers 
including: increased levels of competition; the changing nature of work; and the increased 
role of technology which had a particular impact on the resurgence of performance 
measurement. These drivers have all contributed to highlighting the inherent weakness of 
traditional measurement, which is unable to provide information on the determinants of 
business performance (Neely 1999), the interrelationships which improve decision making 
(Kaplan & Norton 1992) or the  links between a company’s day to day operations and its 
vision (Lynch & Cross 1991).  
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Concurrent to the revolution in measurement advocated by Eccles and others in the 
accounting and control realm, the operations realm was undergoing a similar, although more 
evolutionary, movement away from reliance on traditional accounting based measurement. 
Radnor & Barnes (2007) describe three distinct phases of measurement concentration in 
Operations Management (OM), beginning with the industrial revolution, where OM was 
concerned only with the measurement of efficiency and producing a range of products as 
cheaply as possible, and so measurement in OM was based entirely around cost, profit 
(financial measures) and the control thereof. After the Second World War, a gradual shift of 
focus became apparent in OM, inspired by Japanese manufacturing successes, towards the 
measurement of effectiveness (flexibility, timeliness and quality) as well as efficiency. 
However, effectiveness measurement was still expressed using financial indicators and often 
described in terms of cost, which is particularly evident in discussions about quality costs 
(Fitzsimmons & Fitzsimmons 2006). From the 1980s to the present and inspired by the 
performance measurement revolution there has been increasing dissatisfaction with the ability 
of existing performance measures to keep pace with the move to emphasis on effectiveness 
and outcomes rather than process only and ‘softer’ measures which have recently come to the 
fore (Radnor & Barnes 2007).   
Clearly, new competitive realities demanded new measurement systems (Kuwaiti 2004) and 
the flaws in traditional measurement paved the way for the widespread adoption of a more 
balanced measurement system. After all, in ‘such a rapidly changing and complex 
competitive environment, past performance becomes less valuable for guiding future strategic 
options’ (Verweire & Van den Berghe 2004, p.1). What was required was a forward-looking 
and balanced measurement system that was, ‘designed to enable the adoption of non-financial 
performance measures to supplement the existing financial measures, with the aim of better 
capturing the breadth of the organisation’s objectives’ (Neely et al. 2007, p.145).   
 
2.4.1 Performance Measurement Frameworks 
 
Following the recognition of the need for a more balanced and holistic approach to the 
measurement of organisational performance, ‘academic and consultancy communities have 
provided a plethora of performance measurement frameworks and methodologies’ (Neely et 
al. 2007, p.145). Two of the most widely adopted frameworks are the Balanced Scorecard 
16 
 
and the European Foundation for Quality Management Excellence Model (EFQM) (Halachmi 
2005), although many other less well-known frameworks like the Results & Determinants 
Model also exist. Verweire & Van den Berghe (2004) note that different measurement 
frameworks tend to originate from the different functional backgrounds of individual 
researchers, and thus offer different perspectives on performance. Verweire & Van den 
Berghe (2004) further note that the Balanced Scorecard is an example of the management 
control perspective of performance management offering an integrated picture of unit and 
business performance, while the EFQM model is an example from the operations perspective 
of performance management which concentrates on process outcomes like quality. These 
influential frameworks will now be examined in detail. In the interest of completeness, the 
Results and Determinants Model (Fitzgerald et al. 1991) which is the only framework that is 
entirely based on research in the service sector, will also be included.  
 
2.4.2 The Balanced Scorecard 
 
The Balanced Scorecard (BSC) was first introduced by Kaplan & Norton (1992) in response 
to the calls for a balanced approach to performance measurement. The BSC allows managers 
to focus on a limited number of measures that are most critical to the business and which 
clearly link corporate strategy and measures through the organisation. Focusing on four key 
perspectives: financial; customer; innovation & learning; and internal business perspectives, 
allows the translation of the company’s strategy into specific measurable objectives (Kaplan 
& Norton 1992). Kaplan & Norton (1993, p. 142) claim that the Scorecard had its greatest 
impact ‘when used to drive a change process’, and that the BSC was not in fact a 
measurement system but should occupy a position as the ‘cornerstone’ of the business and the 
core of the management system.   
While the BSC is one of the most widely used (Neely et al. 2007), influential (Evans 2004) 
and least criticised (Paranjape et al. 2006) frameworks, it is not without detractors. Neely et 
al. (1995) highlight the absence of a competitor perspective; also missing are human 
resources and supplier perspectives (Rouse & Putterill 2003; Neely et al. 2007). Krause 
(2003) suggests several issues with the BSC including the argument that most strategic 
approaches like the BSC are financially driven which undermines successful implementation, 
and highlights that implementations by German companies have failed to achieve desired 
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results. Krause also criticises the BSC for stifling change by tying metrics to existant 
organisational structures which may hamper organisational development. Norreklit (2000) 
argues that the very nature of the cause and effect chain relationships central to the BSC are 
problematic and based on logical rather than causal assumptions. Indeed, empirical testing of 
the BSC (Sim & Koh 2001) demonstrates only correlational relationships between the four 
perspectives. Norreklit also criticises the BSC for being a top-down control model rather than 
a dynamic interactive control model, a criticism which is shared by Krause (2003).  
 
Fig 2.1: The Balanced Scorecard  
 
Source: (Kaplan & Norton 2005)  
 
Despite reservations the BSC has become a ‘major brand’ and the ‘generic term for multi-
dimensional performance measurement frameworks’ (Jones et al. 2012, p.244). It traces its 
origins to work in the manufacturing sector (Kaplan & Norton 1992; 1993) but other 
frameworks, from other functional backgrounds exist and must be examined. Principal 
amongst these is the European Foundation for Quality Management’s Excellence Model 
(EFQM) which has over 30,000 member organisations (EFQM 2012).  
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2.4.3 The European Foundation for Quality Management Excellence Model 
 
The European Foundation for Quality Management (EFQM) and its American equivalent, the 
Malcolm Baldridge National Quality Award, are based on the principles of Total Quality 
Management (TQM) and essentially operate on the ‘premise that excellent results with 
respect to customers, people and society are achieved through partnerships and the 
management of resources and processes’ (ten Have et al. 2003, p.68). The EFQM’s model 
was developed from a European Commission quality initiative based on several diverse 
industries, including: manufacturing; ICT; telecommunications; and the airline sector (EFQM 
2012). The EFQM provides nine criteria through which a company might better understand 
the cause and effect relationships between what the organisation does (enablers) and the 
results achieved (results). This involves five enablers (leadership, people, strategy, 
partnerships & resources and processes, products & services) and four result areas (people, 
customer, society and business). Overall, a total of 173 separate measures are considered by 
the EFQM (Nabitz et al. 2000) which makes it a much more complex model than the BSC. 
The EFQM provides a broader view of performance, covering areas which the BSC neglects 
such as people (employees), partnerships (suppliers) and societal (environmental) impacts 
(Neely et al. 2007), although it shares many similarities with the Balanced Scorecard.  
 
Fig 2.2: The EFQM Excellence Model  
 
Source: (EFQM 2012) 
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Both models are described as providing broad and non-prescriptive templates which means 
that management teams must assign their own measures to suit individual businesses and 
operational environments (Wongrassamee et al. 2003). This also means that their successes 
are oftentimes susceptible to the vagaries of implementation (this will be discussed in section 
2.5, page 21). The EFQM, as previously stated, is regarded as being a broader framework 
which is a self- assessment rather than an objective measurement framework and some of the 
categories are criticised as being capacious and difficult to measure (Neely et al. 2007). 
Ehrlich (2006) criticises the insufficiencies of measuring people results by looking at job 
satisfaction rather than by looking at job performance and motivational aspects. Evans (2004) 
notes that the view required by models such as the EFQM can be hampered by the functional 
and hierarchical structures in the organisations to which they are applied. Wongrassamee et 
al. (2003) echo this concern but claim that the BSC has an advantage in it being more flexible 
for application within a specific area or function of an organisation. However, the EFQM 
award structure does allow companies to benchmark performance against other industry 
participants, a benefit which is not offered by the BSC.  
While the EFQM and the BSC share similarities, the EFQM focus is broader and this may 
come from its origins as a multi-industry based framework rather than a framework solely 
based on research in manufacturing. Frameworks based on the service sector are not 
common, but we will now look at one of the most prominent of those frameworks, the 
Results and Determinants Model.  
 
2.4.4 The Results and Determinants Model 
 
The Results and Determinants model (Table 2.3, page 20) is based on research conducted in 
the UK service sector by Fitzgerald et al (1991). It proposes the need for balance in 
measurement and suggests six generic performance dimensions, four of which determine 
future performance (leading indicators) and two of which are considered result areas, 
reflecting the success of strategies chosen.  
One of the most significant strengths of the Results & Determinants model highlighted by 
Neely et al (2007, p.146) is that the model  ‘reflects the concept of causality, emphasising 
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that results obtained today are in fact a function of past business performance in relation to 
specific determinants’.  
Table 2.3: The Results and Determinants Model  
 Performance 
Dimensions 
Types of Measures 
Results Competitiveness 
Financial performance  
Relative market share and position  
Sales growth 
Measures of the customer base 
Profitability 
Liquidity 
Capital Structure 
Market Ratios 
Determinants 
(leading 
Indicators) 
Quality of Service 
 
 
 
Flexibility 
 
 
Resource Utilisation 
 
Innovation  
Reliability, responsiveness, aesthetics/appearance, 
cleanliness/tidiness, comfort, friendliness, 
communication, courtesy, competence, access, 
availability, security 
Volume flexibility 
Delivery flexibility 
Specification flexibility 
Productivity 
Efficiency 
Performance of the innovation process 
Performance of individual innovators  
Source: Fitzgerald et al (1991) 
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This model is one of the only performance frameworks that take into consideration ‘the 
distinctive nature of services ... and the implications this has on performance measurement’ 
(Jones et al. 2012, p.245). This topic will be further discussed in Section 3.2 (page 39). The 
model is multidisciplinary in nature as it is grounded in operational, marketing, accounting 
and quality perspectives and therefore offers a unique and relevant perspective to the 
measurement of performance (Jones et al. 2012).  
Follow up testing of the Results and Determinants model by Fitzgerald and Moon (1996) sets 
out the importance of implementation initiatives and the need for structured reward systems, 
these features are also common to the EFQM model. Atkinson (2006) criticises the model for 
having too many dimensions (measurement areas) and for not being as focused as other 
models, in particular the BSC; this criticism is also voiced by Jones et al. (2012) who assert 
that the model does not focus management attention sufficiently on strategic priorities. As a 
service-based performance framework, the Results and Determinants model is of particular 
relevance to the measurement of performance in the hospitality sector and will be discussed 
further in Section 3.5 (page 41). 
The seemingly simple promise of the various management frameworks, to deliver improved 
performance based on the measurement of key organisational functions resulted in their large 
scale adoption across the globe, as companies sought to improve performance. However, the 
adoption of a common non-prescriptive measurement framework across various industries 
and operating environments was not always appropriate or successful (see Section 2.6, page 
26), and the latter half of the 1990s saw the second phase of performance measurement focus, 
i.e. that of performance measurement system design and implementation.   
 
2.5 Phase 2: Performance Measurement System Design and Implementation  
 
By far the most substantial of the phases of PM discourse: the second phase, is concerned 
with the design and implementation of PMS. There are three discrete areas within this 
literature, each of which will be examined in detail in the following sections.  
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2.5.1  The Search for Appropriate Metrics 
 
With the performance measurement frameworks being non-prescriptive in nature, the 
frameworks made no claim to describe how appropriate measures could be ‘identified, 
introduced and ultimately used to manage the business’ (Neely et al. 2000, p.1120). As such 
management teams tasked with implementing the frameworks were left to make decisions 
about where to focus measurement activity and which metrics to deploy at a local level. The 
challenge became ‘how to develop a manageable and coherent set of performance measures 
…… rather than a proliferation of unconnected measures for individual operational tasks and 
activities’ (Radnor & Barnes 2007, p.394).  
Fundamental to the deployment of any performance measurement system is the process of 
deciding which measures / metrics to use, as it ‘forces management teams to be very explicit 
about their performance priorities and the relationship between them’(Neely et al. 2000, 
p.1121). Melnyk et al. (2004) assert that metrics provide essential links between strategy, 
execution and ultimate value creation. However, non-financial metrics have not proven to be 
the panacea of modern performance measurement as Eccles (1991) imagined, and problems 
do exist with the choice, adoption and implementation of the correct metrics. Ittner & Larcker 
(2003) and Likierman (2009), for example, both criticise companies for failing to realise the 
benefits of non-financial performance measurement.  
Ittner & Larcker’s (2003, p.89) research of 60 manufacturing and service companies found 
that the majority had adopted ‘boilerplate versions of nonfinancial measurement frameworks’ 
without establishing the fundamental drivers of performance within their own companies.  It 
also found that 70% of companies used metrics that lacked statistical validity and reliability 
and that there were difficulties amongst managers in quantifying qualitative results.  The 
authors further claim that non-financial metrics are an inadequate substitute for financial 
performance and ‘offer little guidance unless the process for choosing and analysing them 
comes to rely less on generic performance measurement frameworks and managerial 
guesswork and more on sophisticated quantitative and qualitative inquiries into the factors 
actually contributing to economic results’(Ittner & Larcker 2003, p.95). Likierman (2009) 
highlights that metrics produce numbers which can be manipulated by vested interests: ‘you 
can’t prevent people from gaming metrics …. The moment you choose to manage by a metric 
you invite managers to manipulate it’ ( 2009, p.100). He further asserts that the application of 
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financial metrics like ROI (Return on Investment) to nonfinancial activities such as service 
functions is ‘doomed’ (2009, p.100) to failure. While dysfunctional behaviour may occur 
from inappropriate metrics, selectivity is essential in guiding the measurement process 
according to Bond (1999) who goes on to state that in a perfect world a performance 
measurement system would provide an early warning detection system, diagnose reasons for 
the current situation and indicate what remedial action should be taken.  
 
2.5.2  Contingent Factors in the Adoption of PMS  
 
Unfortunately, measurement does not occur in a utopian environment and there is no ‘one-
size fits all measurement system …[consequently]…the drivers and purposes of every 
performance indicator should be explicitly defined in the process of design and 
communicated during implementation’ (Micheli & Manzoni 2010, p.470). Phillips (2007, 
p.742) concurs stating that there is no ‘universally appropriate balanced scorecard system 
which applies equally to all organisations’. The need for contextually appropriate 
measurement led to a concentration of contingency-based approaches to determine the factors 
impacting the use of PMS by organisations. Garengo & Bititci (2007), having conducted a 
comprehensive literature review and interview research, proposed six contingency factors in 
the use of PMS; which are listed in Table 2.4 directly below. 
 
Table 2.4 Contingency Factors for the use of PMS 
Contingency Factors for PMS use: 
Organisational Strategy Organisational Culture and Management 
Style 
Company Size External Environment  
Company Strategy / Business Model  Management Information Systems  
Source:  Garengo & Bititci (2007) 
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Concurrent to the research into contingency factors, academics began in the early 2000’s to 
investigate the ability of PMS to evolve and to remain relevant to an organisation over time 
and in light of changing business environments. Kennerley & Neely (2002; 2003) seek to 
highlight the factors that impacted on the evolution of performance management systems and 
their work based on case analysis highlights the need for measures and systems to continue to 
reflect the context to which they are applied. Kennerley & Neely (2002; 2003) draw up a 
number of external and internal drivers as well as barriers to the evolution of PMS  These 
factors include some of the major external contingencies already being investigated (culture, 
technology, the external market environment) as well as highlighting a number of important 
internal contingency factors that are important for PMS (motivation for change, dysfunctional 
behaviour due to PM). The acknowledgement that internal contingent factors were also 
important in the deployment of PMs would also make a contribution to the third phase of the 
PM literature (Section 2.7, page 29).   
As noted (Section 2.5.1, page 22) the dominant measurement models of the first phase of the 
PM literature are grounded in research focused on large manufacturing organisations.  It is 
within the later contingency theory based performance measurement literature that the first 
moves away from a sole concentration of study on large manufacturing organisations appear. 
The importance of the small to medium enterprise (SME) is highlighted by several authors 
(Hudson et al. 2001; Garengo & Bititci 2007) who attempt to investigate the appropriateness 
of PMS design processes to smaller businesses and acknowledge that the frameworks in 
existence might not sufficiently cater for the application of PMS  to the particular 
measurement needs of the SME sector. Significantly, the appearance of contingency theory in 
the PM literature indicates a movement away from reliance on the management control 
theory perspective of the performance measurement revolution and addresses issues relating 
to a general lack of theory in the PM literature (Neely 2005) which will be discussed further 
in Section 2.9 (page 37). 
 
2.5.3  Issues Relating to the Design and Implementation of PMS   
 
Coincident to the research on choosing appropriate metrics and the contingent factors in PMS 
adoption, academics have sought to determine best practice in the design of Performance 
Management Systems, which are little more than checklists of activities relating to which 
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measures to be used, how the measures combine to form a PMS and how the PMS interacts 
with its environment (Neely et al. 1995). Some longitudinal studies based on the development 
of PMS (Neely et al. 1995; Neely et al. 2000; Bourne et al. 2000) seek to develop and test a 
process for the design of PMS. These works highlight that the design of a PMS is principally 
a cognitive exercise involving the translation of the ‘views of customers and other 
stakeholder needs into business objectives and appropriate performance measures’ (Bourne et 
al. 2000, p.767). The research also notes that managers struggle to find the time and to 
‘reflect deeply about their business, its strategies and measurement systems’(Neely et al. 
2000, p.1141), and so settle for off the shelf or pre-packaged solutions. The literature on 
systems design is closely linked with that of the implementation literature and Bourne et al. 
(2002) find that many of the factors causing problems for implementation can, in fact, be 
attributed to poor design processes. 
However, there is a dearth of research into the implementation of performance management 
systems (Bourne et al. 2002) and published research is almost exclusively based on analysis 
of large manufacturing businesses. Some work on PMS implementation in the SME sector is 
evident: Hudson et al. (2001) note that small business characteristics and structures require 
the development and execution of PMS to be ‘very resource effective and produce notable 
short-term, as well as long-term benefits, to help maintain the momentum and enthusiasm of 
the development team’ (Hudson et al. 2001). The case study-based research to establish 
factors affecting the implementation of performance management systems conducted by 
Bourne et al. (2002) highlights five enabling factors and seven inhibiting factors (see Table 
2.5, page 26) which were further refined to produce four factors considered  as important 
performance measurement project specific factors. These are: the effort required for PM 
implementation; the management of data & IT systems; the influence of parent companies; 
and the individual consequences of performance measurement.  
Professor Andy Neely describes the individual consequences of measurement as ‘the dark 
side of measurement’(Powell 2004, p.1018), a negative reaction to measurement due to fear 
or the perception that the measures may be critical of individuals ). The study of the 
consequences of performance measurement, on individuals, teams, organisations and on 
performance itself would go on to become the third phase of performance measurement 
discourse, which will now be examined. 
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Table 2.5: Enablers and Inhibiting Factors of PMS implementation   
Successful Implementation (Enabling 
Factors)  
Unsuccessful Companies (Inhibiting 
Factors) 
  
Recognition of the benefits of performance 
measurement 
Did not think PM was worth Time and Effort 
Required  
Continued Senior Management Commitment Consequences for the individual of PM 
Recognition that PM was worth time & effort 
required 
Perceived lack of benefit  
Activities of Facilitator  Difficulties with data access & IT systems 
Priority of performance measurement over 
other projects  
Lack of Continued Senior Management 
Commitment 
 Impact of parent company initiatives  
 Problems with Applying the PM  process  
Source: (Bourne et al. 2002) 
 
2.6  Phase 3: Consequences of Performance Management 
 
As practitioners and academics  have taken considerable time and effort to develop and 
deploy PMS  the focus of the third phase of performance management literature naturally 
settles on what Neely (2005) refers to as the ‘empirical investigation’ of performance 
measurement. Studies abound in this category of research endeavour. Franco-Santos et al. 
(2012) characterise this work under three categories: consequences for people’s behaviour; 
consequences for organisational capabilities; and consequences for performance.  
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2.6.1  Consequences for People’s Behaviour 
 
Elements associated with the impact of PMS on people’s behaviour include strategic focus, 
motivation, leadership and culture and conflict. PMS have been found to have the potential to 
create conflicts & tensions amongst individuals and teams, but there is little general 
agreement in the literature with regard to whether PMS are generally constructive or 
destructive. Franco-Santos et al. (2012) suggest that it is critical to identify the contingent 
factors that help organisations benefit from PMS so that this debate can be resolved. 
Leadership and culture are said to be positively influenced by PMS, with the use of 
measurement as a change agent envisioned by Kaplan & Norton (1992; 1993) being realised. 
PMS are found to have both an influence on changing organisational culture and are also 
themselves moderated by the influence of organisational culture (Bititci et al. 2006). The 
ability of PMS to stimulate motivation have been found to occur when two conditions are 
met: the system is an effective management control device related to meaningful rewards, and 
the system must be supported by effective communication and feedback mechanisms (Malina 
& Selto 2001).  Finally, PMS have been found to have a positive impact in helping executives 
to focus on what is considered important for the organisation (Henri 2006). 
 
2.6.2  Consequences for Organisational Capabilities 
 
Overwhelmingly the research literature has found that PMS contribute positively to 
organisational strategy processes helping managers to engage with strategy formulation and 
implementation and improving strategic alignment (Malina & Selto 2001; Chenhall 2005; 
Cruz et al. 2011; Franco-Santos et al. 2012).  However, the positive contribution of a PMS is 
found to be limited not only by the ability of managers but also the way in which the system 
is designed and deployed (Fitzgerald & Moon 1996; Malina & Selto 2001). PMS have also 
been found to a have a positive impact on communication structures within organisations 
supporting two way communication between all levels of the organisation (Papalexandris et 
al. 2004). PMS have also been found to have impacts on management practices within an 
organisation, but this research has produced mixed findings, with some researchers 
suggesting that Contemporary Performance Measurement Systems  are an effective 
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management device (Ahn 2001) whilst others provide contradictory evidence (Malina & 
Selto 2001; Papalexandris et al. 2004) .  
 
2.6.3  Consequences for Firm Performance  
 
PMS have been found to have impacts on all levels of an organisation. Franco-Santos et al. 
(2012) provide four sub-sections for detailed analysis: organisational and business unit 
performance; team performance; managerial performance; and intra-firm performance. 
Franco-Santos et al (2012) conclude that impacts on team performance and intra-firm 
performance are  under-researched, but that the  limited evidence that is available supports 
the positive impact of performance measurements on team performance and indicates that 
intra-firm cooperation and communication are improved by PMS which impact positively on 
performance. Investigation of managerial performance is explored by a growing body of 
research, with varying focus on the impact of PMS on motivational, conflict, and learning 
aspects of a manager’s job. One of the largest areas of research into the consequences of 
performance measurement is that of its impact on organisational and unit performance. A key 
issue within this element of the literature is how performance is operationalised by various 
researchers; some choosing to concentrate on reported performance, financial and non-
financial, derived from published accounts (Banker et al. 2000; Davis & Albright 2004) 
whilst others focus on perceived performance, also including both financial and non-financial 
measures, but based on the respondent's perception of their organisation's performance 
(Chenhall & Langfield-Smith 1998; Hoque & James 2000; Lee & Yang 2011). Franco-Santos 
et al. (2012) report that the findings on the impacts of CPM on reported performance are 
inconclusive (Ittner et al. 2003), whilst the findings on perceived performance remain mixed 
along the research perspective divide: quantitative research reports positive impacts (Hoque 
& James 2000; Hoque 2004), yet qualitative research reports are not always positive and 
dependent on the deployment of the CPM (Papalexandris et al. 2004; Ukko et al. 2007). 
These findings support work by Franco & Bourne (2004) which reveals mixed results as to 
the positive impacts of measurement on performance (see Section 2.3, page 12).  
In regard to the consequences of PMS on the behaviour of people and organisational 
capabilities, there seems to be general consensus as to positive impacts or, at the very least, a 
healthy debate as to the merits of performance measurement. What is particularly 
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disappointing in this area is the inability of researchers to state with any kind of clarity 
whether or not a performance measurement system can actually contribute positively to 
organisational performance (be it financial or non-financial). This could be considered a 
significant gap in the research literature and one that has particular importance in a post-
recession world where companies are struggling to improve performance in any way 
possible. Franco-Santos et al. (2012 p. 97) note that the ‘effect of many contextual factors 
remains under-researched … [and that]… future research focusing on the circumstances 
under which we would expect to find positive and negative consequences of … systems 
would therefore be very beneficial’. However, other methods for addressing this very 
pressing aspect of the PM literature could also be employed, and the ability of the 
contingency theory approach to fully capture the essence of the relationship between 
measurement and performance is limited at best (See Section 2.9, page 37, for a more 
detailed discussion).  
The final area of research to be examined is that of the development of a typology of PMS: a 
necessary step in the expansion of research in this field. 
 
2.7  Typologies of PMS 
 
The multidisciplinary nature and influence of diverse perspectives on performance 
measurement has been previously discussed in this thesis (Section 2.5, page 21) and the lack 
of shared language, consensus on key terms and definitions has been highlighted by several 
authors as a stumbling block to the advancement of the field (Neely 2005; Franco-Santos & 
Bourne 2005; Franco-Santos et al. 2007; Holloway 2009; Franco-Santos et al. 2012). Despite 
sustained academic interest, an attempt to reconcile the terminology and disparate definitions 
of performance management systems has only recently been attempted, the purpose of which 
is to increase the comparability of research into performance measurement systems. 
 Based on a citation analysis from a number of disciplines and their various definitions of 
Business Performance Measurement (BPM) Systems, Franco-Santos et al (2007, p.19) 
propose three processes, without which an organisation does not have a performance 
measurement system, as follows: 
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1. Measure design & selection: an organisation must have a specific process for 
selecting measures with which to assess its performance, this may be achieved 
independently or it may be imposed by external stakeholders.   
 
2. Data Capture: the organisation must have a process for capturing the performance 
data. 
 
3. Information provision: an organisation is required to have a method of distributing the 
results of the performance measurement exercise (no matter how simple). 
 
However, knowing what a PMS should and should not do does not bring a unifying definition 
any closer. What it does do is allow scholars (i.e. Franco-Santos et al. 2012) to define what 
they call Contemporary Performance Measurement (CPM) systems based on their necessary 
and sufficient conditions. 
 
This leads to a definition of a CPM being in existence if ‘financial and non-financial 
performance measures are used to operationalize strategic objectives’ (p. 80). Using the work 
of Speckbacher et al. (2003) on creating a typology of Balanced Scorecards, Franco-Santos et 
al. (2012) go on to modify the original Speckbacher typology to define four types of 
contemporary performance measurement (CPM) , the details of which are described in Table 
2.6 on page 31.  
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Table 2.6 Typology of Contemporary Performance Management Systems  
 CPM A  CPM B CPM C  CPM D 
Components Financial & 
non-financial 
performance 
measures 
implicitly or 
explicitly linked 
to strategy 
Financial & 
non-financial 
performance 
measures 
explicitly linked 
to strategy 
With explicit 
cause-and-
effect 
relationships 
among 
measures 
Financial & 
non-financial 
performance 
measures 
implicitly or 
explicitly linked 
to strategy 
Financial & 
non-financial 
performance 
measures 
implicitly or 
explicitly linked 
to strategy 
Use / Purpose Inform Decision 
Making 
Evaluate 
organisational 
performance 
Inform Decision 
Making 
Evaluate 
organisational 
performance 
Inform Decision 
Making 
Evaluate 
organisational 
and managerial 
performance 
(without links 
to monetary 
rewards) 
Inform Decision 
Making 
Evaluate 
organisational 
and managerial 
performance 
Influence 
monetary 
rewards 
Source: Franco-Santos et al. (2012)  
 
The literature on the subject area of performance management from the mid-1990s to the 
present has now been described, covering the major issues and ideas in the field. The topic of 
theory has been purposively left until this point as it can be a difficult issue within a multi-
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disciplinary area and a separate overview of theoretical issues was judged to be more 
effective than a piecemeal approach. 
 
2.8  Theoretical Underpinnings of the 3 Phases of PM Discourse 
 
The literature review has thus far focused on the key issues of PM over the last 25 years and 
must now turn to an analysis of the issues relating to theory development across the 
discipline. The issue of theory in PM research is difficult due to the ‘vast richness, but 
unmanageable diversity’ (Neely 2007b, p.2) of the multiple perspectives on performance 
measurement, the lack of agreed definitions (discussed in Section 2.2, page 10) and the fact 
that many authors do not identify the theoretical underpinning of their research which is 
noted by Franco-Santos et al. (2012) who found that one in three articles in their 
comprehensive literature review lacked explicit theoretical underpinning.  
The performance measurement revolution, although changing the manner in which many 
companies focus on measurement, did not, in fact alter theoretical perspectives in any 
significant way. Prior to the revolution, measurement was largely based around the classical 
management control theory of Anthony (1965) which assumes that managers have 
responsibility centres over which they can exert control, with measurement being used to 
influence employee behaviours and control the use of resources. Control theory has been 
criticised for its overreliance on accounting measures (a key feature of the performance 
measurement revolution) and for its tendency to ignore the influence of the external 
environment and the complex role of power structures and human relations on performance 
within the organisation (Hewege 2012). The transition to multi-dimensional (financial and 
non-financial) measurement advocated by Eccles (1991) and Kaplan & Norton (1992; 1993) 
amongst others, did not remove control theory’s dominance from performance measurement; 
rather, it moved the focus of control theory from a single (accounting based) perspective to 
the inclusion of multiple factors. Measurement was still being used as a tool for control; 
however, its scope was now extended towards controlling effectiveness as well as efficiency. 
Immediately following the performance measurement revolution, the focus of PM literature 
moved towards the design and implementation of PMS. This section of the measurement 
literature may best be described as focusing on process rather than theory as authors have 
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sought to describe best practice in design and implementation whilst simultaneously 
acknowledging the highly specific nature of this process for individual organisations. But the 
focus on process in terms of PMS is explained by Neely (2005, p.1271) who claims it is a 
necessary element in the overall advancement of the subject area; as the  focus on ‘methods 
of application’, to be followed by ‘empirical investigation’ and ‘theoretical verification’ will 
advance knowledge and theory in the PM field.  
 The focus on design and implementation processes does not mean that the entire second 
phase of PM discourse is devoid of theory. As interest in the design and use of systems 
moved to the evolution of PMS and their ability to remain relevant over time, academics 
began to investigate the influences on PMS of contingent factors.  
Contingency theory states that an organisation’s structures and processes must fit with the 
organisational context (technology, culture, size, task and external environment) (Drazin & 
Ven 1985). In the case of performance measures, systems must be dynamic and have the 
ability to cope with changes in the competitive environment, thereby addressing a key 
criticism of financial measurement from the early 1990s. The adoption of contingency theory 
research has served to underline the concept (See also Section 2.6.2, page 28) that there is no 
one universally appropriate measurement system and thus the research has focused on 
particular contingencies that may impact on PMS  or to determine contingent factors for 
particular business segments (Garengo & Bititci 2007).   
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Figure 2.3: Overview of Theory in the First 2 Phases of Performance Measurement Literature 
 
Source: Author 
 
Phase Three of the Performance Measurement literature has seen various attempts to create a 
definition and typology of PMS, in order to better unify the field and explore opportunities to 
compare research works in a field where ‘knowledge .. is still at the modelling stage’ 
(Franco-Santos et al. 2012, p.99). As research moves into the examination of the 
consequences of PM, a broader palette of theoretical perspectives has become apparent with 
six main theories coming to the fore of PM investigation (Franco-Santos et al. 2012). Agency 
theory, the resource-based view of an organisation cognitive and information processing 
theories, goal-setting theory, and equity theory are all being employed in examining the 
impacts of measurement upon organisational capabilities, firm performance and individual 
behaviour. A synopsis of these theories and their application to the PM literature is supplied 
in Table 2.7 (page 35). The final theory described by Franco-Santos et al. (2012) is that of 
contingency theory, whose application to the PM literature has been discussed previously in 
this section.  
35 
 
Table 2.7: Theoretical Perspectives and their Application to the PM Literature   
Theory  Application to Performance Measurement Discourse  
Agency Theory: 
Outlines the relationship between 
principals (shareholders) and agents 
(managers) and the conflicts 
brought about by their differing 
goals and objectives.  
 Performance measurement is seen as 
removing the information asymmetry issue 
which may exist between parties, thus 
improving performance (Dossi & Patelli 
2010). 
 Describes the role of measurement in 
compensation and its ability to motivate 
agents and ensure focus on principals’ goals. 
(Banker et al. 2000; Burney & Widener 
2007) 
 
Resource-Based View of the Firm: 
The resource-based view focuses 
on the individual resources of the 
firm. Competitive advantage is 
derived from the deployment of 
resources that are unique, valuable 
and difficult to emulate.  
Firm capabilities can be enhanced through the use of 
measurement as a diagnostic and interactive tool in 
order to improve the capabilities upon which 
resource advantage is based (Bisbe & Otley 2004; 
Henri 2006).   
Cognitive & Information 
Processing Theories:  
  
Examines how managers interpret and use measures 
in ways consistent with their preferences and may 
therefore focus on one type of measure (financial vs. 
non-financial) (Tayler 2010).  
 
Goal-Setting Theory: 
Specific and challenging goals 
produce greater performance 
effects  
Used as a basis for the justification of valid 
measurement. Specific and clear measures will 
reduce ambiguity and positively impacts goal 
commitment and performance. This is often 
accompanied by discussions of equity theory (Lau & 
Sholihin 2005).  
Equity Theory: 
Individuals compare effort / reward 
in their own positions with 
perceived effort / reward of others 
and move to eliminate inequity.  
 If equity is taken into consideration during 
system design and implementation the 
likelihood of its success is higher, as it is 
perceived to be fair by those using the system 
(Burney & Widener 2007).  
 Equity theory also explains reported 
dissatisfaction with CPM systems which are 
perceived to be unfair due to inconsistent 
application or ambiguous measurement 
(Ittner et al. 2003). 
  
Theory Definitions adapted from: The new Penguin Business Dictionary (Davis et al. 2003)   
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It can be argued that these theories are being applied to specific issues within the 
performance measurement lexicon depending on the problem being investigated or the 
disciplinary background of the researcher and that a meta-theoretical perspective is lacking 
from the conversation in performance measurement. 
Whilst research into the consequences of measurement in some areas seems to have reached 
relatively definitive conclusions, research into the link between performance measurement 
and firm performance is inconclusive at best (Franco & Bourne 2004; Franco-Santos et al. 
2012). Franco-Santos et al. (2012) offer contingency theory as a potential way to resolve the 
inconsistencies in this area, which they believe are highly dependent on contextual factors. 
However, contingency theory has been criticised for its failure to capture the social processes 
and subjective meanings of actors within the context of  management control (Hewege 2012). 
Contingency theory also fails to take adequate note of the complexity of structures, or the 
interrelationships of people, that may underlie particular outcomes (Tosi & Slocum 1984). 
Several empirical researchers acknowledge that their results may be biased by their choice of 
variables (how they choose to measure environmental uncertainty or performance, for 
example) (Banker et al. (2000) & Ittner et al. (2003). Hesketh & Fleetwood (2006 p.678), in 
discussing the link between Human Resource (HR) processes and performance argue that 
although empirical evidence may be inconclusive, the lack of empirical evidence:  
‘does not entail the non-existence of some kind of causal connection between them. It could 
be the case that a causal connection exists, but the nature of the causality is more complex 
than can be captured via the usual statistical techniques.’ 
The conflicting results of quantitative and qualitative research into the link between 
measurement and performance would appear to imply that similar issues are at play in the 
measurement-performance link research. Few authors offer potential solutions to these 
problems, but the idea of employing a meta-theory approach is broached by Franco-Santos et 
al. (2012) as having utility in best explaining the consequences of performance measurement. 
However, they do not seek to prescribe a particular meta-theoretical perspective. Hewege 
(2012) suggests that structural or anthropological theories may be useful tools in the 
examination of management control systems. Hesketh & Fleetwood (2006) put forth a 
comprehensive argument for the use of a Critical Realist meta-theory in examining links 
between HR processes and performance which could be applied very readily to the issue of 
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the measurement – performance link. A detailed discussion of the Critical Realist research 
philosophy and its application is provided in Section 4.3 (page 63)  
To summarise, in theoretical terms, the performance measurement literature of the last 20 
years is difficult to navigate. The ghosts of management control theory and its empiricist 
foundations are still strongly evident both from early research and from the widespread, but 
inconclusive, empirical testing of contingency factors in performance. Another ghost of the 
management control field is the acknowledged overdependence on research which is focused 
predominantly on large organisations in the manufacturing sector (Neely et al. 2007). In the 
Management Accounting Research Journal special edition on performance measurement 
Bourne et al. (2014) describe the discipline  as being at a crossroads both from the 
perspective of inconsistent findings of the literature on the impact of performance measures 
and of the difficulty in deploying suitable measurement in a turbulent environment. In 
theoretical terms, performance measurement is looking for a broader palette, and this  was the  
theme of the Performance Measurement Association (PMA) conference held in mid-2016 and 
will be the focus of two special journal editions in 2017/2018 (PMA 2015). As the field has 
matured, the application of more diverse theories has become apparent, but the lack of 
research using alternative meta-theory approaches (to scientific, empirically-based 
perspectives) may prove enlightening, in particular in regards to investigating the links 
between measurement and performance.  
 
2.9  Conclusion: Research Gaps in the Performance Measurement Literature  
 
The performance measurement literature has progressed and evolved through three distinct 
phases in the past 35 years, although some fundamental issues remain to be addressed in the 
topic area. The multidisciplinary nature of the subject and the inability of academia to resolve 
issues around the definition of key terms, and the creation of a shared language of PM are 
rooted in the rich diversity and contextual nature of performance and are likely to persist 
throughout the literature in the future. As the PM literature has grown, it has altered its focus 
from research based on the manufacturing sector to encompass research relating to the 
service and SME sector, although more can be achieved in this area. 
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The most recent phase of the PM literature has made strides in establishing a positive 
relationship between the use of performance measurement and its consequences for 
individual behaviours as well as organisational capabilities. But issues remain in trying to 
establish definitively the nature of the relationship between performance measurement and 
organisation performance. The published research can be characterised as contradictory, with 
various conflicting findings on the nature of the relationship between measurement and 
performance. What could be considered a fundamental question: does measurement 
positively impact performance; remains an open question which points to an essential gap in 
the current performance measurement literature. This necessary question will be addressed by 
this current research project through examination of the measurement / performance 
relationship in the Irish hotel sector.  
The following chapter will examine the performance measurement literature as it applies to 
the hotel industry and move towards the specified research questions for this study, which 
will attempt to address the gaps both in the general and hospitality-specific performance 
measurement literature.  
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Chapter 3:  Hospitality Performance Measurement Literature 
Review 
 
3.1 Introduction  
 
The previous chapter discussed the evolution of research in the Performance Measurement 
(PM) arena and took a general approach to its analysis of the available literature. This chapter 
will focus on the PM literature in the hospitality and hotel industry in an effort to review 
research progress and highlight gaps in the current PM knowledge as it relates to this specific 
sector.  
 
3.2 Performance Measurement in Services 
 
Whilst there has been an acknowledged overemphasis on the manufacturing sector in the 
performance measurement literature (Neely et al. 2007), the role of performance 
measurement in services is no less important. The measurement of service performance has 
inherent difficulties associated with both the nature of the sector (Fitzgerald et al. 1991; 
Fitzgerald & Moon 1996) and with the difficulty of managing the conflicting interests of 
stakeholders (Yasin & Gomes 2010). It is the unique characteristics of the service sector that 
cause challenges in the transfer of measurement precepts derived from manufacturing to 
service contexts (Fitzgerald et al. 1991; Mia & Patiar 2001). The intangible nature of services 
complicates measurement as the outputs of service are non-standard and measurement may 
vary in different service operations (Jääskeläinen et al. 2012). Another characteristic of 
service is heterogeneity, wherein the customer participates in the service resulting in variation 
of output from customer to customer and the unique interactions of service staff and 
customers having a significant impact on performance, and indeed, on measurement 
(Atkinson 2006; Jääskeläinen et al. 2012).  Atkinson (2006) also notes that simultaneity, 
where services are produced and consumed at the same time, intensifies the impact of 
employee - customer interactions and that in combination, the characteristics of services 
‘present particular demands on management, which are collectively unique to hospitality 
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operations. These factors provide a challenging environment in which to develop effective 
performance measures’ (Atkinson 2006, p.49), an idea supported by Harris & Mongiello 
(2001). The measurement of performance in the hospitality industry may be considered as a 
special case within the broader service sector due to what Harris (1995) refers to as the 
‘deceptive complexity’ of the product environment, wherein a single hotel operation can have 
elements of Service (rooms), Retail (beverages) and Manufacturing (food), all requiring their 
own idiosyncratic form of measurement. Jones & Lockwood (2000) describe the industry in 
terms of customer processing operations (service) and materials processing operations 
(manufacturing) and classify industry operations as operating upon a continuum along these 
lines, noting that if a company is a hybrid (i.e. does both materials- and customer-processing) 
then its operations are much more complex than if the company engages in a single function. 
This diversity of hospitality operations combined with the issues relating to the specific 
characteristics of services makes the hotel sector an area of particular interest in terms of 
measurement.  
 
3.3  Performance Measurement in the SME Sector  
 
As previously noted (Sections 2.6.2 & 2.6.3, pages 27 & 28) another sector that is generally 
ignored by the PM literature is that of the Small and Medium Enterprise (SME). Whilst there 
is some work with an SME focus (Hudson et al. 2001; Garengo & Bititci 2007; Sousa & 
Aspinwall 2010; Garengo & Sharma 2014) the lack of published research is surprising given 
the increasing economic importance of the SME in general and the Tourism SME (SMTE) in 
particular. The significance of  SMTE have been widely acknowledged; in Ireland (Mehta 
2007), the UK (Jones et al. 2004), and the EU, with a European Commission (2009) report 
stating that the micro enterprise, employing less than ten people, is the backbone of the 
tourism sector and accounts for more than 90% of all tourism businesses. Research into 
performance measurement in the Irish hotel sector has the potential to satisfy two gaps in the 
PM subject literature, as such a study will encompass an analysis, not only of measurement 
within the service sector, but will also address measurement issues in an SME context, 
thereby making a contribution to PM knowledge in two areas (Section 12.2, page 298 and 
Section 12.5, page 309).   
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3.4 A Review of Performance Measurement in Hospitality  
 
The evolution of the performance management literature in hospitality does not follow the 
same logical and phased development that can be seen in the general performance 
measurement literature. However, in the interest of direct comparison, the same three phases 
of PM discourse (outlined in Table 2.2, page 13), will be used to evaluate and review the 
performance measurement literature relating to the hotel sector.  These phases are: the 
performance measurement revolution & framework development phase; the PMS design & 
implementation phase; the managing through measures and the consequences of 
measurement phase; each of which will be detailed in the following pages.  
 
3.5 Phase 1: The Performance Measurement Revolution and Framework 
Development  
 
The PM revolution was based on the logic that multidimensional performance measures 
rooted in organisational strategy would better equip businesses for the increasingly dynamic 
nature of operating environments. This was a revolution that was not confined to any 
particular sector or industry, regardless of the literature focusing on the manufacturing sector, 
so there is no evidence of published work directly advocating a revolution in the 
measurement practices of hospitality companies specifically. Therefore, the majority of the 
first phase of PM discourse in the hospitality sphere is related to the various measurement 
frameworks and their appropriateness to the sector. 
One of the earliest discussions of  the performance measurement  frameworks in the 
hospitality literature is that of the  Balanced Scorecard and its relevance to the hotel sector 
(Brander-Brown & McDonnell 1995). The authors do little more than note the potential 
which the scorecard could offer the industry in terms of performance improvement. It must 
be noted that the BSC is accepted by Brander-Brown & McDonnell without any significant 
theoretical discussion. Section 2.4.2 (page 16) highlights some of the published criticisms of 
the BSC and these are not considered in the Brander-Brown & McDonnell’s discussion of the 
framework’s suitability. Neither is any account taken of how the unique features of the hotel 
sector (Section 3.2, page 39) might potentially impact upon the BSC. The BSC was designed 
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for measurement in the manufacturing sector, characterised by top-down control, hierarchical 
structures and closed production systems. The hotel sector is an open system, where 
customers and employees work together to produce service, with flatter structures and a 
greater management focus on empowering and supporting operational staff to deliver service 
rather than top-down control (Brignall & Ballantine 1996). The assumption that such a 
framework can be simply transposed onto an entirely different operating structure is rather 
naïve. Moreover, the unquestioning acceptance of the BSC by the hospitality literature may 
be associated with the difficulties of implementation, which will be discussed in Section 3.6.3 
(page 46). The Brander-Brown (1995) research is frequently cited but it is limited by its 
sample size. The author’s conclusions are based on the utility of the BSC to a single case 
study organisation, and it should be viewed as a call for further research into performance 
measurement in the industry rather than a reflection of the use of the BSC in the sector. More 
recently Elbanna et al. (2015) have revived interest in the BSC's application to the hospitality 
sector specifically, by proposing an industry-appropriate measurement scale which, by their 
own admission, may be too lengthy to enable widespread adoption.   
The Results and Determinants model (see Section 2.4.4, page 19), derived from service sector 
research by Fitzgerald et al. (1991) was adopted by Harris & Mongiello (2001) for their 
investigation of  performance measurement in UK hotels. The researchers used the model to 
assess Result and Determinant factors relevant to the hotel sector in order to develop a 
scorecard framework which was ‘closer to the hotel industry and seem[ed] to better describe 
the hotel business.’ (Harris & Mongiello 2001, p.123). Harris & Mongiello’s framework has 
three feed forward elements: a human resources perspective (instead of learning and growth), 
an operations perspective (instead of internal businesses) and a customer perspective 
(including market and client dimensions) and a single feedback element which is the financial 
perspective. .  This framework certainly addresses the importance of employees and the 
increased role of customers and operations, which are both a hallmark of hotel operations 
(Fitzgerald et al. 1991; Jones & Lockwood 2000; Atkinson 2006), and not appreciably 
addressed by the BSC. Harris & Mongiello (2001) then use their framework to determine 
which performance metrics are being most commonly used in European hotel chains (their 
findings will be discussed in Section 3.6.1, page 44).  
In terms of model development then, the hotel literature only offers two examples (Harris & 
Mongiello 2001; Elbanna et al. 2015) of models specifically relating to the sector. The Harris 
& Mongiello (2001) model is at least derived from another service-specific measurement 
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framework, i.e. the Results and Determinants Model (Fitzgerald et al. 1991), which would 
appear to be useful as a foundation to the measurement process allowing organisations to 
define their key success determinants before embarking on the use of frameworks like the 
BSC to manage their performance. The use of this model can overcome another of the 
negative aspects of the BSC highlighted by Phillips (2007) whereby organisations focus on 
easy to determine indicators rather than those that have actual meaning to the organisation. 
Unfortunately there is no evidence that the Results and Determinants model has been adopted 
by hospitality operators (Atkinson 2006) or that the Harris & Mongiello Hotel Scorecard 
model has been used in subsequent performance measurement research on hotels. Both have 
merit as they are grounded in service sector / hotel research and not co-opted from 
manufacturing. The research has also shown that they can be used in model development 
(Results & Determinants) or to aid measurement (Hotel Scorecard). The Elbanna et al. (2015) 
scorecard is derived from the BSC and as of yet there is no indication of its adoption in the 
available research.  
Certainly, the inability of the hotel sector to develop and deploy its own measurement 
frameworks leads to a stilted design and implementation literature, which is predominantly 
focused on adapting frameworks and measurements from other sectors to hospitality, rather 
than engaging with issues like appropriate system design, implementation and evolution as 
seen in the second phase of PM discourse. 
 
3.6 Phase 2: Performance Measurement System Design and Implementation 
 
As with the analysis of the second phase of PM discourse, the design and implementation 
phase of hotel performance measurement will be examined under the three sub-headings of\: 
the search for appropriate metrics; contingent factors in the adoption of PMS; and issues 
relating to the design and implementation of PMS. 
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3.6.1 The Search for Appropriate Metrics  
 
The issue of hospitality metrics has not been directly addressed in the performance 
measurement literature, but some interesting comments on metrics appear in other published 
works relating to PM in hotels. Mostly these discussions appear to be based around the issue 
of whether or not multidimensional measurement has been realised in the hotel sector rather 
than which metrics are being used by hotel operators. Atkinson & Brander-Brown (2001) 
conclude from an examination of UK hotel operators that ‘although organisations appear to 
monitor their performance in considerable detail, in the main they do seem to be measuring 
the wrong things’ (p. 128). This conclusion, based on questionnaires and interviews with 23 
(of 88 listed) UK hotel operators, highlights the continued focus of the UK hotel sector on 
financial measurements and underlines the fact that the limited non-financial metrics 
employed have a bias towards lagging (result) indicators such as service quality & customer 
satisfaction.  The limited use of non-financial metrics is associated with the difficulty and 
cost of collecting data whilst the focus on financial metrics is attributed to increasing 
corporate ownership of hotels and the internal promotion of operations managers whose 
primary focus is control rather than strategy. Research by Haktanir & Harris (2005) confirms 
this assessment based on the case study of a single hotel in Northern Cyprus. 
Harris & Mongiello (2001) surveyed 200 hotel general managers in an effort to determine the 
performance indicators employed by European hotels. The research indicates that there is a 
greater use of customer and financial indicators amongst European operators. It also 
determines that the indicators used highlight the individual GM’s approach to the business 
and that the hotel sector has evolved from being based purely upon financial metrics to a 
more balanced and strategically-aligned focus.  While this research would appear to 
contradict that of Atkinson & Brander-Brown (2001), the Harris & Mongiello (2001) 
research focuses on hotel chains and had a broader scope (European hotels were also 
included). 
Research into the Irish hotel sector (Melia & Robinson 2010, p.59) concludes that 
performance measurement is based very much on ‘tangible, measurable areas of 
performance… prepared by financial staff’, which suggests that measurement is used for 
reporting purposes rather than for strategic evaluation. Financial controllers are found to be 
the most likely to make decisions about which performance dimensions are to be measured, 
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which is likely to introduce a financial metric bias. The overall conduct of performance 
measurement is described as ‘laissez-fare’ and demonstrating a lack of strategic focus.  Melia 
and Robinson also discovered that hotels with larger hierarchical structures rely more on 
measurement than smaller more hands-on businesses.  
It would appear that the idea of balanced measurement advocated by Eccles (1991) at the 
start of the performance measurement revolution has not yet fully permeated into the hotel 
sector which still struggles with a financial metric bias and difficulties in associating 
performance measures to strategy, both of which were fundamental tenants of the PM 
revolution. Whilst the concept of multidimensional measurement may not have been adopted 
fully by hotel companies the notion of contingent factors appears frequently in published 
research.   
 
3.6.2 Contingent Factors in the Adoption of PMS 
 
The concept of context-specific measurement appears throughout the literature relating to PM 
in hotels (Brander-Brown & McDonnell 1995; Teare 1996; Huckestein & Duboff 1999; 
Harris & Mongiello 2001; Evans 2005) and in services in general (Fitzgerald et al. 1991; 
Brignall & Ballantine 1996; Yasin & Gomes 2010). The early investigations into contingent 
factors, similar to the investigations by Bourne et al 2002 in the manufacturing sector (see 
Section 2.5.2, page 23), sought to reveal the factors that impact on an organisation’s 
propensity to measure. These research findings allowed Jääskeläinen et al. (2012) to conclude 
that there are what could be described as generic contingency factors which affect PM in both 
the manufacturing and the service sector. These factors include all of those identified 
previously by Garengo & Bititci (2007) and include organisational size and structure, 
external influences and  culture (see Table 2.4 for listing). Sainaghi (2010b) notes that hotel 
traits such as size, location, ownership and affiliation [brand] are also important contingent 
factors to be considered.  There is little difference between this element of hotel PM literature 
and its general PM equivalent. Nevertheless, the role of contingent factors in the examination 
of the consequences of PM will be discussed in Section 3.7 (page 49).  
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3.6.3 Issues Relating to the Design and Implementation of PMS  
 
Kaplan and Norton’s (1992; 1993) Balanced Scorecard is undoubtedly the dominant 
framework in published research into the implementation of PMS in hospitality. Key to this 
literature are two detailed case studies on the use of the BSC framework in the hotel sector by 
Huckestein & Duboff (1999) and Denton & White (2000); these works give a detailed insight 
into the implementation and execution of the BSC by the Hilton Hotel Corporation and White 
Lodging Services (running a portfolio of mostly Marriott-branded hotel properties) 
respectively. Commonalities abound in the case studies, both argue that the BSC 
implementation has been a resounding success and has delivered improvements in RevPAR 
(Revenue per available room) and customer loyalty in the case of Hilton (Huckestein & 
Duboff 1999) and RevPAR, profitability and reductions in staff turnover in the case of White 
Lodging Services (WLS) (Denton & White 2000). Both organisations use the BSC not only 
as a performance measurement system but also as a benchmarking and control mechanism 
which allows them to grade results (Hilton uses a 3 colour system, while WLS have a point 
and 5 colour band system) against target and also against other properties. The results have 
provided not only the benefits already mentioned but unity of purpose and focus in aligning 
the goals of property managers and owners in the case of WLS and consistency in business 
culture at the Hilton Corporation.  Both cases advocate the role of the BSC in communicating 
strategic goals throughout the respective organisations. 
A further case examination by Phillips (2007) uses a three year longitudinal study approach 
to investigate the BSC as a strategic control tool. Phillips’ work is suggested as an 
advancement of the argument that the BSC is an effective strategy control tool originally put 
forward by Denton & White (2000) in their examination of the use of the BSC in the US 
hotel sector.  Although lacking in the level of detail provided by the previous case 
investigations, Phillips does conclude that while the BSC is certainly of use to organisations 
in the control and execution of strategy it is by no means a performance measurement 
panacea; as Phillips (2007, p. 743) explains, ‘sole use of BSC does not automatically lead to 
organisational success’, highlighting that some companies may become focused on planning 
and results in accordance with established strategy, while missing opportunities which may 
be realised from changing strategy.  
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As noted previously, Kaplan and Norton (1993) envisioned the evolution of the BSC from 
measurement tool to strategic performance management system. It would appear from the 
case studies above that the strategic as well as the operational elements of the BSC are 
employed in the hotel sector indicating that the BSC is not regarded solely as a measurement 
tool in the hotel sector but as the more advanced ‘cornerstone’ of management which Kaplan 
and Norton conceptualise. The three successful scorecard implementations described above 
do not provide conclusive evidence of the relevance of the BSC to hotel performance 
measurement. Doran et al. (2002) claim that the successful adoption of the BSC described by 
Huckestein & Duboff (1999) and Denton & White (2000) may have been due to the unique 
circumstances of the participant companies and argue that the BSC may have ‘limited 
applicability to other hospitality establishments’. However, they do mitigate the point by 
claiming (based on a limited survey of five hotel general managers) that the ‘potential 
usefulness’ of the BSC in the hospitality industry is ‘uniformly affirmed’ (Doran et al. 2002, 
p.42). They further argue that there is a ‘dearth of systematic investigation or in-depth case 
studies of BSC implementation failure’ (Doran et al. 2002, p.43,44).  Additionally, in a 
comprehensive literature review Doran et al. (2002) compile a selection of potential hazards 
to implementation, concluding finally that the BSC cannot be applied ‘off the shelf’ and that 
effective development requires, amongst other items, serious commitment of time and 
resources and continuous learning and adjustment.    
In assessing the balanced scorecard as a management tool for hotels, Evans (2005) states that 
its applicability to the hospitality sector has not been fully explored (in a UK context). His 
questionnaire study of three & four star hotels in the North of England demonstrates that 
‘many of the hotels are currently operating a performance measurement system, which in 
terms of the aspects being measured approximates to the balanced scorecard approach’ 
(Evans 2005 p. 384). However, this statement does have the caveat that the innovation and 
learning perspective aspects of the business are considered less frequently than the other 
dimensions and also that little external benchmarking exists. Evans does not indicate the size 
of the sample used to determine these conclusions, so the work may be contested on grounds 
of validity. All in all Evans advises that further research is required to understand the 
relationships between measures and company strategy, the causal linkages inherent in the 
BSC, and advocates the development of an integrated model combining critical success 
factors, benchmarking and the incorporation of the service profit chain.   
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The importance of the SME sector in general and the SMTE in particular has already been 
outlined above (Section 3.3, page 40), and despite the central role of the SME to the 
hospitality and tourism sectors relatively few articles have been published on performance 
measurement in the sector. The work of Phillips & Louvieris (2005) compares the 
performance measurement processes of ten best practice organisations within the tourism 
sector using the BSC as its guiding framework. The authors conclude that ‘tourism, 
hospitality and leisure SMEs would appear to be missing out in the areas of control at the 
strategic and operational level, change management, lead indicators, links between strategy 
and measurement and performance improvement’ (p. 208).  The greatest barrier to 
implementing performance measurement techniques is ascribed to ‘difficulties in articulating 
the critical success factors, indicators and targets used to assess … performance’ (p. 208).  
Whilst the authors recommend the suitability of the BSC they note that none of the interview 
participants were actively using it. It was also noted that operators placed considerable 
importance on anecdotal performance indicators and the use of tacit measurement strategies.  
In roughly 20 years of conversation and research (beginning with Atkinson & Brander- 
Brown in 1995) into the use and appropriateness of the BSC to the hotel sector it would 
appear that the discourse has not come very far. The potential and usefulness of the 
framework is repeatedly advocated but what is missing with the exception of Huckestein & 
Duboff (1999) and Denton & White (2000) is any significant investigation on the 
implementation, with either a positive or negative focus, of the BSC in hotels. Although the 
hotel literature contributes in terms of providing longitudinal cases of implementation as 
encouraged by Bourne et al. (2002), the cases are descriptive rather than following a process 
approach which might be more beneficial to practitioners.  It could also be argued that the 
focus on the Balanced Scorecard is not helpful in reality due to the apparent lack of its actual 
use in the in the hotel sector (Doran et al. 2002; Evans 2005; Phillips & Louvieris 2005) and 
the underlying question of how suitable this type of framework is to the sector (see Section 
3.5, page 41)  
 
 
 
49 
 
3.7 Phase 3: Consequences of Performance Measurement  
 
The consequences of measurement on performance in the hotel sector are certainly under-
researched. Only two published studies directly address the issue of the impacts of non-
financial measures (Banker et al. 2000; 2005) and globalisation (Cruz et al. 2011) on hotel 
performance. However, hotels do feature in other publications reporting on the consequences 
of performance measurement, being included as part of a quantitative examination (Amir et 
al. 2010) and a case methodology (Johnston et al. 2002). Much of the published research does 
not specify what types of businesses are examined other than to describe them in the most 
general of terms (multinational / indigenous) or to group participants as ‘others’ without 
specifying an industry (Cousins et al. 2008; Crabtree & DeBusk 2008) so hotels may be 
included in the published research without being formally acknowledged.  
However, there is a significant body of research on the contingent factors of performance in 
hotels, with (Sainaghi 2010b) identifying 138 articles relating directly to the impact of 
various independent variables on the dependant variable of performance, although none of 
these articles examine the role of measurement in performance outcomes. Sainaghi (2010a) 
notes that in general research studies can be grouped into those that examine the impact of 
external independent variables on performance or internal independent variables on 
performance. Those studies relating to external impacts tend to examine the ‘generic 
contingency factors identified by previous authors (Garengo & Bititci 2007; Jääskeläinen et 
al. 2012) see Table 2.4 (page 23) and Section 2.6.2 (page 28) above.   
However, there is also a division along the lines of whether or not actual or perceived 
performance is the dependant variable. Studies focusing on reported financial performance 
tend to favour stock indices as their unit of analysis (Barrows & Nakat 1994; Chen et al. 
2005; Chen 2007a; Chen 2007b). In general these studies focus on the impact of 
macroeconomic factors on hotel stock price (Chen et al. 2005) as well as the impact of 
external shocks on hotel revenue performance: e.g. SARS (Chen et al. 2007) and the 9/11 
terrorist attacks (Enz & Canina 2002). Other contingent factors are tested against reported 
performance including yield management (Capiez & Kaya 2004), strategic behaviours 
(Claver-Cortés et al. 2007), quality (Claver et al. 2006) and corporate social responsibility 
(Lee & Park 2009). Condensing these studies is relatively easy as they universally indicate a 
positive relationship between their contingent factor and stated performance; the macro-
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economic factors indicate that performance follows the economic (boom / bust) cycle closely 
and is sensitive to shocks like SARS & 9/11. 
Those studies that investigate links between internal independent variables and perceived 
performance are no less positive, with significant relationships reported between internal 
strategic factors (Gursoy & Swanger 2007), information technology (Ham et al. 2005) human 
resources practices (Hoque 1999; Chand & Katou 2007) and outsourcing (Espino-Rodríguez 
& Padrón-Robaina 2005). Again, these studies are almost universally empirical in nature with 
the exception of the Claver et al. (2006) study on the impact of quality on performance, 
which is a multi-method study. Interestingly this study finds that whilst the impacts of quality 
on performance are generally positive, the impact of quality on financial performance is 
regarded by the participants as very low. The theoretical background of the studies, or the 
role of contingency theory, is discussed in only the most limited terms, and Hoque (1999) is 
one of the few authors to explicitly orientate her paper theoretically.  
Phillips (1999a) uses contingency theory to develop a conceptual framework for hotel 
performance measurement. This multidimensional contingency model of hotel performance 
emphasises environmental characteristics, inputs, process, outputs and outcomes. The model 
is grounded in the work of Miles & Snow’s (1978)  organisational theory which, holds that 
there must be a direct match between an organisation’s mission, strategies and functional 
strategy. Phillips model emphasises the importance of the organisation’s strategic orientation 
and an awareness of the impact of the external environment, which seeks to resolve 
previously highlighted concerns about the context specific nature of measurement in services. 
Phillips (1999b) also argues that an appropriate fit between strategy and performance 
evaluation should lead to competitive advantage for firms. 
The issues within the hospitality literature may in fact be diametrically opposed to those 
highlighted in the general PM literature. As previously discussed (Section 2.7, page 29) 
Franco-Santos et al. (2012 p. 97) note that while a satisfactory body of research into the 
diverse consequences of measurement (the measurement-performance link) is in existence, 
the ‘effect of many contextual factors remains under-researched … [and that]… future 
research focusing on the circumstances under which we would expect to find positive and 
negative consequences of … systems would therefore be very beneficial’. The hospitality 
literature would seem to have concentrated on researching the contingency factors while all 
but ignoring the consequences of measurement and the potential relationship between the use 
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of measurement systems and performance outcomes. It would seem that as Robson (2004) 
indicates, measurement has become such an accepted approach that  few organisations 
genuinely challenge why they should measure in the first place, concentrating instead on 
what can be measured and how to measure it. Hospitality PM seems to take measurement and 
its potential influence for granted, when a deeper understanding of the outcomes of 
measurement would aid increasing knowledge within the industry. In fact, it could be argued 
that the performance measurement literature in hospitality has not actually reached its third 
phase, as the contingency theory application is to that of determinants of performance rather 
than the consequences of measurement as can be seen in the general PM literature.  This is a 
significant research gap in the hospitality literature which warrants further investigation.  
Finally, the development of theory in the hospitality literature across the three phases of PM 
discourse will now be examined in order to complete the analysis of the literature.    
 
3.8  Theoretical Development in the Hotel PM Literature 
 
The general performance measurement literature’s theoretical development has moved over 
20 years from the dominance of the management control perspective, to a focus on process 
approaches of PMS design and implementation, before settling on a broader theoretical 
palette, heavily influenced by contingency theory although lacking meta-theoretical 
perspectives (see Section 2.9, page 37). The development of theoretical perspectives 
underlying the hospitality performance measurement literature has been less fluid and will 
now be investigated in detail.  
Even though the genesis of the performance measurement revolution was the need for a move 
away from a financially dominated measurement spectrum to a more balanced measurement 
perspective (Eccles 1991), the management control perspective dominated by financial 
metrics is still apparent in the hospitality literature (Sainaghi et al. 2013), and indeed the 
majority of the researchers in the field of performance measurement in hospitality hail from 
accounting backgrounds (Atkinson, Brander-Brown, Harris, Jones, Mia & Patiar). Whether or 
not measurement in the hotel sector is balanced has not been definitively established in the 
literature, with some authors arguing for the dominance of financial measures (Brander-
Brown & McDonnell 1995; Atkinson & Brander-Brown 2001; Haktanir & Harris 2005; 
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Melia & Robinson 2010) while others disagree and claim multidimensional performance 
measurement is evident (Harris & Mongiello 2001; Evans 2005; Bergin-Seers & Jago 2007). 
It may be noted that with the exception of Bergin-Seers & Jago (2007) who adopted a multi-
method approach, divisions on the question of multidimensional measurement can be seen 
along methodological lines, with empirical studies finding balance while quantitative analysis 
would suggest a financial bias. (Sainaghi 2010b, p.928) notes that;  
‘in general a movement emerges which broadens the problem of performance measurement 
from the control area of the entire firm. This movement is vertical and horizontal. It is 
vertical because it also involves middle management and often executive levels ……It is 
horizontal because it affects all the functions and ….the various divisions of the company’ 
This comment strongly supports the argument that the hospitality literature has not really 
moved from the control perspective in terms of the fundamental question of balanced 
measurement in the sector, in fact several studies focusing on management accounting and 
budgeting control are evident in the PM literature for hotels.    
Mia and Patiar (2001) investigate the use of Management Accounting Systems (MAS) by 
general managers and department managers in 19 luxury hotels on the Gold Coast of 
Australia. Mia and Patiar’s paper seeks to assess whether the successful application of MAS 
to the manufacturing sector can be replicated in the hospitality industry, and while it is 
entirely focused on the use of financial metrics to enhance performance it does have some 
significance in the results it produces. Mia and Patiar (2001) find that general managers place 
a greater emphasis on financial rather than non-financial indicators when evaluating 
performance. The work also reports that general and department managers use financial 
information equally for short-term decision-making while general managers make use of this 
information more readily for long-term decision making. This finding may be explained in 
the division between an operational and strategic focus required by each management type, 
this again is a theme that has been previously highlighted (Denton & White 2000, Harris & 
Mongiello 2001, and Phillips 2007). 
A study of a hotel group in Portugal by Cruz (2007) found that budgetary control had been 
the cornerstone of PM activity but that this was being modernised in favour of a rolling 
forecast methodology which encourages management to be more forward looking. This is 
clearly an improvement but perpetuates the financial metric bias seen in other studies. The 
hotel company under investigation also employs 24 strategic metrics focusing on market 
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(customer) and HR elements as well as financial performance and value creation; elements 
which imply a more balanced measurement framework. Cruz (2007 p 584) that the hotel 
chain has adopted ‘less sophisticated techniques to measure and control business 
performance’, due to the uncertain operating environment in which it is trading.  
Further evidence of the persistence of the control perspective may be inferred from the 
increasing body of hospitality PM literature using Data Envelopment Analysis (DEA) studies 
to create industry measures of efficiency. The DEA methodology proposes an approach to 
overcome the difficulty of evaluating operating factors that cannot be expressed simply as 
price or cost in an attempt to calculate the relative efficiency of business units in using inputs 
to produce outputs (Chen 2011). The hospitality DEA studies are generally investigations of 
national efficiencies with significant analysis being undertaken in Asian regions (Hwang & 
Chang 2003; Min et al. 2008; Pestana Barros & Dieke 2008; Chen 2011). However,  limited 
numbers of international comparative studies exist (Neves & Lourenço 2009). As well as 
creating performance benchmarks on a national level, the efficiency performance of 
international hotel chains (Yu & Lee 2009) has been studied as well as the efficiency of small 
hotels (Barros & José Mascarenhas 2005). Whilst the DEA methodology has utility as a 
performance benchmarking tool, it measures only the efficiency with which input resources 
are used to create outputs and ignores effectiveness measures, which have been previously 
highlighted as being important to balanced measurement (see Section 2.4, page 14). The 
inputs and outputs chosen by various DEA studies differ but in general the inputs measured 
relate to hotel size, number of staff, and other costs while the outputs usually relate to various 
revenue centres (rooms or food & beverage) and customer satisfaction ratings. Not only does 
this imply the DEA model has a strong financial bias, but DEA methodologies have also been 
criticised for their lack of statistical properties which do not allow the method to account for 
measurement error in the efficiency estimation and for their inability to deal with outlying 
factors which may distort efficiency scores (Assaf 2010). DEA can also be criticised for its 
reliance on historical data, which in the context of performance measurement means it uses 
lagging indicators, the criticism of which was one of the foundations of the performance 
measurement revolution (Section 2.4, page 14).  
It is evident that the management control perspective, heavily influenced by the accounting 
function,  is still very much in vogue in the hotel sector, which may be related to Melia & 
Robinson's (2010) finding that the measurement function in hotels was often time overseen 
by financial controllers and therefore would have a natural accounting bias. The explicit 
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statement of authors’ theoretical perspectives is non-existent in the hotel PM literature cited 
here.  
In terms of the literature relating to the design and implementation of PMS in hotels, no 
theoretical approach is evident, and the cases could be described as descriptive in nature. The 
focus of implementation cases is almost entirely related to the BSC, which is difficult to 
reconcile with the reality of the adoption of this framework in hotels with almost universal 
reporting that the balanced scorecard is not being used by hotel operators, with the exception 
of Huckestein & Duboff (1999) and Denton & White (2000). This body of literature, while 
significant in terms of volume offers little in terms of a process for the design and 
implementation of PMS and most of the research conclusions acknowledge this by 
advocating the need for increased use of holistic measurement models (Melia & Robinson 
2010) and the need for richer and deeper case study analysis (Evans 2005; Phillips 2007). 
Empirically the research into the use of the BSC is less than satisfactory:  a single case study 
is the basis of the often cited Brander-Brown and McDonnell (1995) work.  Huckestein & 
Duboff (1999) do not give the sample size on which their case study is based. Denton & 
White’s (2000) case study is based on 38 hotels while Phillips’ (2007) work does not declare 
a sample size but is based on a ‘major UK hotel company’.  It would also appear that very 
different levels of information gathering have been employed by researchers using case study 
methodology. Those employing other research methodologies are no less rigorous. Evans 
(2005) sites a 42% response rate but fails to mention the sample size, Doran et al. (2002) use 
informal interviews with five GMs in the Greater San Diego area and Phillips and Louvieris  
(2005) have a sample of 10 SMTEs (only two of which are hotels).    
The systems perspective offers a bridging viewpoint between the needs of the hotel sector 
and the management control paradigm so common in the hotel PM literature. Systems theory 
has had an enduring influence on management control theory right across the evolution of 
PM. The notion of organisations as closed systems to which accounting-based control 
procedures can be applied could be recognised as the most basic understanding of cybernetics 
(Beer 1959) where feedback from the system (results) makes way for changes within the 
system (management actions).  As a more open systems perspective on organisations was 
adopted, acknowledging the influence of external factors, the cybernetic function continued 
to be used to understand the complex organisational interrelationships, the way organisations 
adapt and respond to their environment, the influence of contingency factors on organisations 
and the goal seeking behaviour of organisations (Hewege 2012, p.5).  As a more balanced 
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measurement agenda began to be given a voice, the focus of systems theorists turned from the 
management and control of outputs to the importance of the processes in creating value.  The 
concept of managing, controlling and measuring the process of hospitality is particularly 
important as the specific characteristics of the sector (Section 3.2, page39) make processes 
(interactions of customers and service staff) extremely important to organisational success.   
 
Systems theory underlines the work of Southern (1999, p.370) who notes that the ‘specific 
nature of hospitality and the significance of intangible quality factors must be considered 
when applying performance management frameworks’. He goes on to state that the long-term 
success of hospitality organisations lies in the efficient and effective management of 
resources at an operational level. Southern (1999) recommends the modelling of relationships 
between hotel systems and sub-systems which will allow management to have a helicopter 
view of where value is created in the system and allow for the development of specific 
metrics which will monitor performance. All in all this work advocates process redesign as a 
method of improving performance, it is also suggested that this may be particularly 
appropriate to small- and medium-sized hospitality businesses. This paper is largely 
theoretical but promotes the uses of systems concepts to improve performance and service 
quality perceptions. It also differs from most of the performance measurement literature in 
that it seems content with its operational focus.  
Phillips (1999b) is critical of existing performance management techniques which he 
considers inadequate as they focus on individual techniques, like the balanced scorecard, and 
not on processes. In response to this perceived flaw in existing measurement methods his 
model advocates the development of cross-functional performance measurement which 
monitors the value adding process rather than the department or functional process. This idea 
is justified by the need for businesses to move away from the traditional focus on 
measurement by function or department which have ‘traditionally failed to deliver the desired 
results in business performance’ ( Phillips 1999a, p.362).  Whilst the framework may seem to 
appear to imply a large and ungainly level of measurement to undertake, Phillips (1999a, 
p.362) proposes that ‘instead of documenting every process managers should consider the 
business impacts and select those processes that make a difference’.  
The systems perspective sheds new light on performance measurement in two key way. 
Firstly, the systematic viewpoint may actually provide the organisation with the holistic 
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approach which other performance indicators have failed to provide to the hotel industry 
(Phillips 1999a). Secondly, the systems view can take into consideration cross-functional 
efforts, which are a common factor in the provision of service. Also the distinction between 
input, process, output & outcomes is a useful way of distinguishing between different 
categories of measures (Neely et al. 2007). While the systems perspective may have 
theoretical potential there are no empirical studies to support its deployment as an aid to 
performance measurement in the hotel sector.  
Finally, contingency theory makes a significant, although rarely explicitly stated, contribution 
to the literature on the determinants of performance in hospitality. However, there is no 
application of any particular theoretical perspective to the question of the consequences of 
measurement as this remains an under-researched area. The appropriateness of applying 
Critical Realist meta-theories to the underlying structures of the relationship between 
measurement and performance outcomes has been discussed in Section 2.9 (page 37). And in 
the context of theoretical development it would offer a new perspective on performance that 
would add to the general development of theories of the measurement - performance link in 
the hospitality sector, a field where theoretical advancement has been sparse and rarely strays 
from a control theory perspective and a reliance on empirical research.  
 
3.9  Conclusion  
 
Significant gaps are apparent in the hospitality-related Performance management literature. 
The nature of each of these gaps will now be briefly summarised. 
1. Fundamental questions, such as, whether or not balanced measurement has been 
achieved in the sector have yet to be definitively answered with considerable 
contradictory evidence in the published literature (Section 3.6.1, page 44). 
 
2. The hospitality PM literature has not been able to break away from its management 
control (accounting dominated) theoretical beginnings and limited theoretical 
development has occurred over the last 20 years. Authors in this field rarely orientate 
their research theoretically (with Hoque (1999) & Phillips (1999a, 1999b) being 
notable exceptions) and there seems to be a status quo with regards to how the field is 
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researched. The area might benefit from new methods and new research perspectives 
in order to enliven debate.  
 
3. The hospitality PM field has not evolved with the broader subject field and indeed has 
diverged from its measurement focus to a broader performance focus (particularly in 
terms of establishing contingent factors of performance). The importance of 
understanding the consequences of measurement on organisational outcomes (Section 
2.6, page 26) has been all but ignored and constitutes one of the largest and most 
fundamental gaps in the hospitality PM literature.  
 
These gaps in the hospitality literature as well as the apparent inability of the existing general 
PM literature to conclusively establish a relationship between performance measurement and 
firm performance (Section 2.9, page 37) collectively suggest a clear need for an examination 
of the issue in a hospitality context. Research into the nature of the relationship between 
performance measurement and performance outcomes in the hotel sector will provide some 
insight into the fundamental (measurement/performance) literature gap as well as 
contributing to the advancement of the third phase of the Hospitality PM literature. The 
conduct of the research and the methodology employed have considerable potential to 
contribute to the fundamental balanced measurement gap which still exists in hospitality PM 
and the adoption of a meta-theoretical perspective will move the research field away from its 
control theory groundings and has the potential to contribute to the generic as well as the 
hospitality performance measurement field.   
The following chapter will outline a research methodology designed to address the issues 
raised by the review of the hospitality literature in an attempt to fill the gaps of knowledge in 
the field and to contribute to the deeper understanding of the PM function in general and its 
application to the hotel sector in particular. 
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Chapter 4:  Philosophical and Methodological Justification of 
Research  
 
4.1  Introduction  
 
The focus of this chapter is to outline the philosophical and methodological underpinning of 
the research being undertaken, and also to discuss issues relating to the proposed design and 
execution of the research study. This chapter will describe and justify the utility of a Critical 
Realist (CR) research philosophy and support the employment of a mixed methodology to 
achieve the research aims and objectives.  
 
4.2  Research Rationale and Research Question   
 
The aim of the research being undertaken is twofold:  
1. To establish the nature and extent of performance measurement (PM) activity being 
undertaken in the Irish hotel sector.  
2. To explore the existence and nature of the relationship between the use of PM and 
performance outcomes.  
 
The research documented in this chapter can be classified using Creswell & Plano-Clark’s 
(2003; 2007) typology as a Sequential, Quantitative – Qualitative Explanatory Mixed Method 
Investigation (see Section 4.7, page 74) into the relationship between PM and performance 
outcomes in the Irish hotel sector.  Tashakkori and Creswell (2007) acknowledge that it is 
common for sequential mixed method studies to have differing research questions for the 
differing phases of research and this is certainly the case in the proposed research project. In 
this instance the quantitative phase of the research employs an online questionnaire survey to 
determine the extent and nature of measurement being undertaken in the sector while the 
qualitative phase will employ a case study methodology to examine the nature of the 
relationship between the use of measurement and performance outcomes. The next sections 
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outline some of the theoretical issues relating to mixed method research questions as well as 
details of the particular research questions, aims and objectives associated with the qualitative 
and quantitative phases of the research.  
 
4.2.1  Theoretical Issues Relating to Mixed Methods Research Questions 
 
Mixed method research designs are often associated with particular mixed method research 
questions. Molina –Azorn (2011, p.7) points out that prior to designing and conducting a 
mixed methods study one should question ‘whether a mixed methods approach, as compared 
with mono-method designs, best addresses the research questions’.  Tashakkori & Creswell 
(2007) examine how a mixed method research question should be derived and offer two  
types of mixed method question: 
1. The explicitly formulated mixed method question: this type of question contains detail 
about the nature of mixing, linking or integration of data that will take place during 
the research undertaking, Creswell & Plano-Clark (2007) suggest that questions 
should provide detail as to how data converges or the ways in which one method’s 
data explains the other. 
 
2. The use of an overarching mixed method question which paves the way for 
subsequent qualitative or quantitative questions: this is the type of research question 
being used to justify the use of mixed methods for the inquiry into the relationship 
between measurement and performance outcomes being undertaken and will be 
examined further in this section.  
 
Tashakkori & Creswell (2007) also acknowledge that the nature of questions may differ 
depending on whether a sequential or concurrent study is being employed, sequential designs 
being synonymous with emergent research questions. However the question is framed, 
Creswell & Plano-Clark (2003; 2007) insist that the research question must highlight the 
integral nature of the mixed methods approach to the project.   
The comprehensive literature review undertaken into both the PM literature, and the 
hospitality-specific literature highlights several gaps in the published knowledge of 
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hospitality PM (see Section 2.9, page 37, and Section 3.9, page 56)  most notable amongst 
these gaps was the lack of investigation into the relationship between PM and performance 
outcomes or what some refer to as the consequences of PM (Franco-Santos et al. 2012). This 
knowledge gap transcends the generic as well as the hospitality-specific PM literature and the 
special position of hospitality as both a SME-dominated sector and a service industry lends 
itself to a potentially enlightening investigation of the existence and nature of a relationship 
between PM and performance outcomes. This investigation can be operationalised in the 
following research question:   
What is the nature of the measurement-performance link in the hotel sector? 
This question approximates to the second type of mixed method research question described 
by Tashakkori and Creswell (2007) as it is a general or overarching question which requires 
the adoption of subsequent questions in order to be investigated thoroughly. The subsequent 
questions take the form of both qualitative and quantitative type questions which also dictate 
the method used in their answering. These questions and the corresponding research 
objectives of each phase of the analysis are described in the following sections. 
 
4.2.2  Quantitative Research Phase: Rationale, Questions, and Objectives  
 
In order to properly investigate the nature of the relationship between PM and the 
achievement of performance outcomes in the hotel sector, one must first determine: a) what 
the current measurement activities within the sector are and; b) attempt to determine if 
respondents believe a relationship exists between measurement and performance outcomes. 
In order to achieve these goals, phase one of the sequential mixed method research design is 
an exploratory online questionnaire survey whose purpose is to establish the nature and 
extent of PM activity undertaken in the Irish hotel sector. The rationale for undertaking this 
quantitative research stems from several of the issues outlined in Chapter 3 (page 39). Most 
notable of these were the contradictory accounts of the measurement practices of the hotel 
industry and the general lack of any investigation into the existence of a relationship between 
the use of measurement and performance outcomes. A contemporary, quantitative analysis of 
measurement activity in the sector can provide answers to the research question: 
What are the current performance measurement practices? 
61 
 
Once an up-to-date picture of the performance measurement landscape (see Chapter 6.11, 
page 147) has been established, the study can then move onwards to examining the 
relationship between PM and outcomes in more detail (qualitative phase two, see Section 
4.10, page 90). Phase one of the research, therefore, has several distinct objectives which 
should not only provide answers to this initial question but also contribute significantly to the 
overall research question and to the second phase of the mixed method research.  
The research objectives associated with phase one are outlined below: 
1. To document the extent and focus of both formal and informal measurement activity 
in the Irish hotel sector. 
2. To determine the openness of companies to the use of measurement and their levels 
of trust in measurement. 
3. To describe the nature of measurement in the sector, in terms of having a strategic or 
tactical focus. 
4. To discover whether or not there is a link between the use of performance 
measurement and the achievement of performance outcomes  
5. To establish in CR terms the Empirical of performance measurement in the Irish 
hotel sector, and also to provide some insight into the Actual of performance 
measurement (indication of potential underlying structures or mechanisms for 
qualitative investigation). 
 
Research objective 5 is of particular relevance to the sequential mixed methodology design, 
as is the use of the instrument to derive a non-probability sampling for phase two of the 
research, as they essentially form the bridge between the quantitative and qualitative phases 
of the research. With the Empirical established, the second phase of the research goes on to 
explain the nature of the relationships uncovered (the Actual and the Real).   
 
4.2.3  Qualitative Research Phase: Rationale, Questions, and Objectives 
 
Phase two of the research seeks to examine the relationship between the use of PM and 
performance outcomes using a Critical Realist-based case study methodology (see Section 
4.10, page 90). Phase two of the research will seek to explain the relationship (or lack 
62 
 
thereof) between the use of measurement and the achievement of performance outcomes by 
identifying the underlying causal mechanisms in the relationship (the Real). In order to 
achieve this aim the second phase of the research will seek to answer the research question: 
How does performance measurement impact on the achievement of performance 
outcomes? 
This research question seeks to deepen the understanding of the relationship between 
measurement and outcomes and further contributes to the overarching mixed method 
question articulated in Section 4.2.1 (page 59). This phase of the research also has several 
distinct objectives which build on the information gleaned from the initial quantitative phase 
of the study. The research objectives of phase two are outlined below: 
1. To understand and explain the nature of the relationship between the use of PM and 
the achievement of performance outcomes and to elucidate the Actual.  
2. To ascertain the underlying causal structures or mechanisms which exist and 
influence the relationship between PM and outcomes the Real (see Section 4.3, page 
63).  
3. To attempt to explain how and why measurement impacts on performance outcomes. 
4. To contribute to furthering knowledge about the impact of performance measurement 
on performance outcomes.   
 
Having achieved the various outcomes for each phase of the research the unified data and its 
analysis will seek to contribute to provide a comprehensive answer for the mixed method 
research question:  
What is the nature of the measurement-performance link in the hotel sector? 
The deployment of a mixed method research study is a complex undertaking and while a 
rationale for the research has been provided the chapter must now move to a brief discussion 
of the philosophical and methodological foundations of the study, before discussing issues 
relating to the design and conduct of each of the phases of the research.  
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4.3  Critical Realist Research Philosophy 
 
The research process is often described in terms of a sequential movement from a 
philosophical worldview to a methodology and to the conduct of research. Gelo et al. (2008, 
p.269) characterise this process as a ‘set of philosophical and meta theoretical assumptions 
concerning …reality, knowledge, and the principles governing investigation’ as well as 
‘technical issues regarding the practical implementation of the study’. This portion of the 
chapter will describe the research being undertaken along similar lines and will begin with 
the grounding of the research in the Critical Realist philosophy.  
Critical Realism is associated with work of Roy Bhaskar who developed a general philosophy 
of science known as transcendental realism (Bhaskar 1975) and a philosophy of social 
science called critical naturalism (Bhaskar 1979); the dual terminology being adopted by 
other authors to coin the term Critical Realism (Sayer 1992). Critical Realism is increasingly 
being offered as an alternative to both positivism and to relativism in research and has been 
referred to a as a movement both in the operations and management field (Fleetwood & 
Ackroyd, 2004) and in social science (Lipscomb, 2011). Critical Realism is described by 
Mingers (2006, p.203) as: 
 ‘a sophisticated philosophical position that aims to develop a middle way between 
empiricism, which defines science very narrowly in terms of empirically observable and 
measureable events, and the many forms of conventionalism or interpretivism which 
highlight the limitations on our knowledge of the world and then thereby to diminish the 
reality of the world itself’.  
Critical Realism asserts the existence of a Real world which is independent of our knowledge 
of it. Reality is therefore stratified into three domains; the Real, the Actual and the Empirical. 
The Real consists of structures of objects or behaviours called mechanisms, these 
mechanisms have causal tendencies and the interplay of mechanisms can lead to the presence 
or absence of events, referred to as the Actual.  The Empirical realm is where the events are 
either observed or not observed (Dobson 2001; Sayer 2004; Mingers 2006).  
A graphical representation based adapted from O’hObain (2012) is presented in Fig 4.1 on 
the next page.  
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Figure 4.1: The Critical Realist Domains of Reality  
 
Adapted from O’hObain (2012)   
 
As the contradictory findings of existing research into the measurement-performance link 
may be qualified along methodological lines (see section 2.9, page 37), there is a degree of 
logic in adopting 'a middle way' to investigate this phenomena. A CR based research project 
has the potential to offer a fresh perspective on the link between measurement and 
performance as it takes into account both the empirical and qualitative investigative positions, 
CR also offers a new perspective as its primary focus is on explanation, understanding and 
interpretation to generate theories which ‘cannot be predictive and so must be exclusively 
explanatory’ (Bhaskar 1979 p. 27).  
Critical Realism's explanatory power itself opens up the potential for new knowledge as the 
existing literature (see Chapter 2, page 10 & Chapter 3, page 39) while acknowledging, albeit 
inconsistently, an empirical association between measurement and performance does nothing 
to explain the association
2
. The promise of an explanatory theory of the measurement-
performance link is certainly attractive and would address the lack of appropriate theory in 
the field which has been acknowledged previously (see Section 2.9 page 37). 
                                                     
2
  A similar argument is made in Hesketh & Fleetwood's (2006) justification of applying CR to the HR -performance link 
Empirical  
• Observable Events recorded in the data  
Actual  
• Occurence (non occurence) of events  
• Potential to act in certain ways  
Real 
• Underlying casual / generative mechanisms that 
give rise to the events of the Actual which may then 
be empirically observed in the Empirical 
65 
 
A critical realist investigation offers the researcher 'access the deeper realm of causal 
mechanisms, structures, powers, and tendencies' (Hesketh & Fleetwood 2006) which explain 
the relationship between measurement and performance and are not accessible through other 
means. In fact Franco-Santos et al (2012, p.80) in their call for new perspectives in 
performance measurement research use Critical Realist language (seemingly unwittingly) in 
their assertion that ‘understanding the underlying mechanisms that generate the different 
consequences of CPMs is critical for determining how to maximise the effectiveness of these 
systems’. The use of CR as a foundation for this research project offers to do just that.  
Critical Realisms suitability to the proposed research is discussed further in the following 
sections with mechanisms and structures addressed in Section 4.3.2. (page 66) and CR's 
influence on Methodology in Section 4.3.4 (page 68). 
 
4.3.1  The Role of the Researcher in Critical Realist Research 
 
The role that the researcher plays in the conduct of research work is an important topic for 
consideration, and there may be the temptation in the use of mixed methods research 
strategies to adopt the prevailing ontological perspective for the particular research 
methodology being deployed; to be a detached observer during the quantitative phase of the 
research and to be a contributing participant during the qualitative research element. However 
it is important to consider a realist perspective on the role of the researcher rather than just 
adopting a position relative to the methodology under consideration. 
Although the role of the Critical Realist researcher is not specifically described in the 
literature there are a number of indications as to what that role might be and to how this 
might be adapted to a mixed methodology. Easton (2000, p212) for example states that the 
goal of CR research is to uncover the 'underlying reality through the thick veil which hides it' 
and this is the ultimate role of the CR researcher. Regardless of methodology being employed 
the researcher must always pose the question (Easton 2010, p.123); ‘what caused the events 
associated with the phenomenon to occur?’ in an effort to uncover the underlying generative 
mechanism of the Real. In quantitative enquiries this means probing beyond descriptive 
responses and searching for connections between variables  (while acknowledging the 
fundamental tenant of CR that quantitative research can only revel the Empirical (observable) 
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realm of reality). In qualitative terms this requires an acceptance that all information provided 
by participants should be treated as fallible (Bhaskar 1979). The continuous questioning of 
the data provided, assisted by triangulation of methods will allow the researcher through 
retroduction to 'modify, support or reject existing theories to provide the most accurate 
explanation of reality' (Fletcher 2017, p. 190).    
The role of the Critical Realist researcher is therefore multi-dimensional. Researchers are 
required to be cognisant of the realm of reality that they are investigating (and of how 
meaning may be derived in that particular realm); while being generally aware that all 
meaning is provisional and historically and culturally relative (Mingers 2006). Researchers 
must be reflective of the shared and socially constructed meanings which they may 
encounter. Researchers are also required to stay away from deductive reasoning and therefore 
to be open to the existence / appearance of new or different entities or interactions as their 
research develops (see Section 9.5 page 215, & 10.5 page 238) this openness is also 
facilitated by a degree of reflexivity on the part of the researcher.  A general discussion of the 
measures taken to assure reliability and validity in this Critical Realist research is provided in 
Section 4.8.1 (page 80). 
Maxwell (2011) for example asserts that the CR philosophy accepts a form of 
epistemological constructionism (our understanding of the world can be subjective) while 
maintaining its ontological realism (the world exists beyond our ability to observe it). 
Fletcher (2017, p.184) also notes the 'process of CR analysis is not necessarily linear'; both of 
these factors require an openness and flexibility on the part of the researcher, which although 
challenging can make the CR research process a rich and rewarding experience.  
 
4.3.2  Critical Realist Ontology 
 
Critical Realism is essentially critical of the ability of individuals to understand the world 
with certainty (Sekaran & Bougie 2013). As ontology relates to philosophical assumptions 
about the nature of reality, a CR ontology posits that reality exists on three levels; the 
Empirical, the Actual & the Real (Bhaskar 1975). The Real are the mechanisms or structures 
which the researcher seeks to discover, these mechanisms or structures give rise to events or 
occurrences (or the potential for events or occurrences) which are referred to as the Actual, 
the Empirical is that which is actually observable (O’hObain 2012). Mingers (2006; 2014) 
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notes that the structures of the Real may be physical, social or conceptual and may not be 
observable except through their effects. He further describes a subset of the Real, known as 
the Empirical. The Empirical are the events of the Real which are actually observable, as 
opposed to those which may exist without being observed or experienced (the Actual). 
Tsoukas ( 2000) describes the transition between the domains in terms of movement between 
the various strata: ‘causal powers are located in the Real domain and their activation may 
give rise to patterns of events in the Actual domain, which in turn when identified, become 
experiences in the Empirical domain’. Tsoukas (2000) also notes that movement between 
domains is a contingent accomplishment, i.e. the right conditions must be created for a causal 
power to be activated or for the activation to have an effect.  This idea is useful as it allows 
for the possibility of the presence of a causal power without its activation or can account for 
the non-occurrence of an event (in the Actual). It also establishes the importance of context in 
the switching on and off of causal power. This contingent movement between domains allows 
for the identification (or postulation) of mechanisms, which may or may not be present, in a 
process known as retroduction, which is a fundamental tenant of the Critical Realist 
methodology (and will be introduced in more detail in Section 4.3.4, page 68).   
 
4.3.3  Critical Realist Epistemology 
 
Following on from the ontological assumptions of the CR stance, the epistemology of CR is 
characterised by an assumption that our knowledge of the world is always provisional and 
historically and culturally relative; individuals therefore do not have observer-independent 
access to the world (Mingers 2006). The notion that the mechanisms and structures which 
researchers strive to uncover are not always directly accessible through empirical observation 
has epistemological implications and Bhaskar strongly rejects the conflation of ontology and 
epistemology.  
 
Another distinct element of Critical Realist epistemology is its  position on causation, which 
it views not as regularities in the occurrence of events, often referred to as Humean constant 
conjunctions, but as being determined by causal mechanisms (Bhaskar 1975). Critical Realist 
causation is understood by the identification of ‘causal mechanisms and how they work, and 
discovering if they are activated and under what conditions’ (Sayer 2000, p.14.). Sayer 
(2004) argues that the assumption that causation is about regularity of occurrence implies that 
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all systems under study are closed systems, which is not the case in social science or in 
organisations. 
The unique and open system of the hotel sector’s business operations have already been 
acknowledged (Chapter 3.2, page 39) and are therefore ripe for Critical Realist exploration.  
A final feature of the CR epistemology is the assertion that not all theories or beliefs are 
equally valid: there are still rational grounds for preferring one theory over another even 
though it cannot be proved to be true all of the time (Mingers 2006).  
 
4.3.4  Critical Realist Methodology: 
 
Compared to positivism and interpretivism CR ‘endorses or is compatible with a relatively 
wide range of research methods, but it implies that the particular choices should depend on 
the nature of the object of study and what one wants to learn about it’ (Sayer 2000, p.19.). CR 
is concerned with explanation, understanding and interpretation rather than prediction 
(Mingers 2006). CR moves from a phenomena (or lack of) that is observed or experienced to 
the postulation of an underlying mechanism or structure which would causally generate the 
phenomena; in other words the transition moves from the Empirical, to the Actual, to the 
Real. Critical Realism acknowledges that the researcher may posit what may exist (causal 
mechanism) but cannot be identified. The main function of any Critical Realist methodology 
then is to, 'discover what causal powers act in what ways in order to understand the nature of 
examined objects’(Ryan et al. 2012, p.307). Critical Realist methodology is concerned with 
identifying underlying mechanisms and therefore favours intensive methods. Sayer (2004, 
p.11) states that in order to explain exactly 'how a causal mechanism works, we are likely to 
need a qualitative description of the causal powers present’. While qualitative or quantitative 
data may be used to provide evidence of The Empirical, ‘qualitative data feeds the process [of 
retroduction] which allows the researcher to develop theoretical explanations’ of the 
underlying causal mechanisms (O’hObain 2012, p.17) . Thus in terms of methods CR is seen 
as being ‘essentially pluralist since it legitimates both extensive methods such as statistical 
data analysis and intensive methods such as interviewing, case studies or participant 
observation’ (Mingers 2000, p.1262). 
An essential element of the Critical Realist method is the process of inference which allows 
for the uncovering of generative mechanisms, which may not be directly observable in the 
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data. This process is known as retroduction and follows another inferential process known as 
abduction. Many CR writers apply the term ‘retroduction’ to both processes but for the 
purposes of this thesis, these concepts will be used deliberately to indicate different processes 
being undertaken, particularly during the analysis of data. The pragmatic philosopher Pierce 
is credited with first using the term abduction in the mid-1960s (Mingers 2014) to describe an 
inferential process which has been described as inference to the best explanation (Schurz 
2008), and requires 'novelty, innovation and creativity [to] enter the scientific method' 
(Mingers 2014, p.53) so that researchers may re-describe the data provided by interviewees 
or by observational data in an 'abstracted and more general sense in order to describe the 
sequence of causation' (O’Mahoney & Vincent 2014, p.17) which gives rise to the observable 
occurrences in the Empirical (see Sections 8.7, 9.6 & 10.6, on pages 187, 225 & 251 
respectively). Retroduction, then, combines the observations with existing theory to produce 
the most plausible explanation of the proposed generative mechanisms. Retroduction  is a 
complimentary and often concurrent process to abduction which 'establishes the contextual 
conditions that give rise to the particular mechanisms' that are being observed (Vincent & 
Wapshott 2014, p.150). For a detailed explanation of how abduction and retroduction were 
applied to the individual case studies please see Section 11.4 (page 280)  
Retroduction is a fundamentally different inferential perspective from that of positivism, 
which operates only on variables which can be identified, or constructionism where events 
are observed and interpreted by other parties. Retroduction is described by Ryan et al. (2012, 
p.307) as an operation 'which compels us to ask, not only what happened but what could 
happen or what hasn't happened'. Ryan et al.(2012) acknowledge that this form of reasoning 
can be obtuse, but further assert that it can be quite powerful in attempting to understand the 
nature of reality which Critical Realists believe is ‘not obvious, self- evident or transparent’, 
making it entirely suitable for the research undertaking being described. 
 
4. 4  Emergent Critical Realism  
 
In order to fully examine and explain the measurement-performance link researchers will 
seek in the words of (Vincent & Wapshott 2014, p.150) ‘to explain the antecedents, causal 
powers and potentials of institutional mechanisms’.  To effectively achieve this explanation 
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of the complex and context specific measurement-performance link a Critical Realist re-
framing of how this link is theoretically conceptualised is in order. The conflated Control and 
Contingency theories of the current PM literature have a tendency to perceive performance as 
a resultant property of measurement or of contingent factors (see the following Sections: 
3.6.2, page 45; 3.9, page 56; 4.4, page 69). However, a CR conceptualisation of performance 
takes the view that performance is an emergent property and in the case of the measurement-
performance link that performance emerges from the causal mechanisms associated with the 
application of measurement to an organisation (See Figure 4.2 on page 71).   
Emergent Critical Realism is an offshoot of the original CR philosophy which asserts that 
events emerge from the interaction of social structures and the actions of agents, both of 
which are regarded as analytically distinct:  ‘Social events, then, are produced by the 
interaction of both structural and agential causal power’ (Elder-Voss 2010, p4). Emergent CR 
differs significantly from other theories, like contingency theory, in that it asserts that 
properties emerge from the interaction of entities or groups of entities who themselves have 
causal powers; these may be structural or agential or a combination of both. In the context of 
performance measurement, Elder-Voss (2010) asserts that the achievement of outcomes is 
caused by the combination of the individual causal powers of all of the constituent entities 
(individuals, functional groups, teams, departments) of an organisation and it is only in their 
unique combination that the results occur. As Elder-Voss (2010, p.17) suggests, ‘an emergent 
property is one that is not possessed by any of the parts individually and that would not be 
possessed by the full set of parts in the absence of a structuring set of relations between 
them’.  This is a significant departure from the current theoretical view of performance, 
which is described as resulting from the presence / absence of constituent properties. Elder-
Voss (2010) again eloquently highlights the difference in thought processes: ‘emergent 
properties may be contrasted with resultant properties –these are properties of a whole that 
are possessed by its parts in isolation, or in an unstructured aggregation’. A graphical 
representation of the Emergent Critical Realist conceptualisation of performance is provided 
in Figure 4.2 on page 71. 
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Figure 4.2: The Emergence of Performance from Organisational Mechanisms 
(Non)Achievement of Performance Outcomes 
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Vincent & Wapshott (2014) suggest that the identification of the significant causal influences 
in an organisation should be the starting point of an Emergent CR investigation. In this regard 
they outline four distinct types of causal mechanism which may be at play in an organisation. 
These mechanisms may operate on what are classified as normative (behavioural) or 
configurational (structural) powers and potentials within the organisation. Vincent & 
Wapshott (2014) further assert that there may be upward causation where internal normative 
routines or organisational configurations impact on the mechanism at play or downwards 
causation where extra-organisational norms or higher level organisational structures have an 
impact on the mechanism. This categorisation of causal mechanisms will form the basis of 
the qualitative methodology being undertaken in this research project (see Section 4.10, page 
90). 
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4.5  Justification for Adopting a Critical Realist Approach 
 
A CR perspective is particularly useful to the research problems outlined in Section 4.2, 
namely that the relationship between PM and performance outcomes is poorly understood 
and under researched. In the case of PM in the Irish hotel sector, two issues lend themselves 
particularly to examination using a CR philosophy. 
A. Research in the hospitality sector has not identified precisely what is being measured 
(Section 2.9, page 37) – i.e. in Critical Realist terms research has not developed a 
clear conception of The Empirical. This will be determined through a quantitative 
study (phase one) which CR recognises as being appropriate in terms of its ability to 
recognise patterns in a set of observations which would indicate the presence of ‘some 
underlying structures, mechanisms or constraints generating them’ (Mingers 2006, 
p.205). A quantitative study is also appropriate, as it will provide quantitative 
description of the measurement activities being undertaken by respondents. 
 
B. In the hospitality sphere research has not adequately examined the relationship 
between measurement and performance (Section 3.7, page 49). Applying the CR 
techniques of abduction and retroduction the quantitative data will be a starting point 
for more substantive investigations i.e. the deployment of the qualitative phase of the 
research in an attempt to further our understanding of the Real and the mechanisms 
and structures which may mediate the relationship between measurement and 
performance.  
 
Mingers (2000) suggests that attempting to gain an understanding of underlying causal 
mechanisms will potentially provide a richer understanding of the phenomena under 
investigation; this richness of explanation along with the need for alternative theoretical 
perspectives in the examination of the relationship between PM and performance outcomes 
has been affirmed in the literature (Section 2.9, page 37). The use of meta theoretical 
perspectives has also been proposed in the literature (Franco-Santos et al. 2012) and the 
potential utility of a Critical Realist meta-theoretical perspective has now been established. It 
is hoped that the proposed research will not only provide new explanation and understanding 
of  the relationship between measurement and performance but that its focus on a hotel 
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context can be viewed as potentially enlightening as well as being markedly different from 
existing state of the art of performance measurement research which is either entirely 
theoretical (Sainaghi 2010a; Sainaghi 2010b) or descriptive in nature (Neely et al. 2008).  
 
4.6  Critique of Mixed Methods Research: The Incompatibility Thesis  
 
Despite the apparent harmony between the CR research philosophy and the application of a 
mixed methodological investigation to the research questions at hand some critics argue that 
mixed methods do not in fact bridge the gaps between positivist and interpretivist research 
inquiry and are wholly unsuitable for use. The argument being that the respective research 
paradigms represent polar opposite views of reality which will never be reconciled and 
therefore their methods of measuring reality will also remain antagonistic, that they cannot 
and should not ever be mixed; this is known as the incompatibility thesis (Howe 1988), or 
sometimes as the Quantitative Qualitative Debate (Krantz 1995).  
The incompatibility thesis, therefore, presents a problem when trying to justify the use of 
mixed methods research (MMR). However, there are several authors who argue against the 
incompatibility thesis and seek to promote the use of mixed methods. Howe  (1988), 
Onwuegbuzie (2002) and Morgan (2007) all adopt a pragmatic stance in arguing against the 
incompatibility thesis suggesting that differing viewpoints represent a continuum rather than 
a dichotomy, arguing that quantitative research is filled with subjective decisions (choice of 
variables or confidence intervals to interpret data), that multiple and contradictory 
explanations are accepted by qualitative researchers and that the focus of researchers should 
be on the combination of methods to most effectively answer research questions. Other 
authors seek to break free  of the incompatibility thesis entirely with Greene (2005, p.208) 
advocating a ‘mixed method way of thinking’ which incorporates ‘an approach to applied 
social inquiry that actively includes, even welcomes multiple methodological traditions, 
multiple ways of knowing and multiple value stances’. The purpose of this ‘mixed method 
way of thinking’ is not, according to Greene (2005, p.208) to produce a ‘well-fitting model or 
curve but rather the generation of important understandings and discernment through the 
juxtaposition of different lenses, perspectives and stances’. This perspective mirrors CR’s 
stated objective of seeking explanation and understanding rather than prediction (Section 4.3, 
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page 63). Critical Realism also sidesteps the incompatibility thesis through its assertion of the 
primacy of ontology as it proposes that things may exist outside of our ability to identify 
them. CR’s stratified ontology allows for the ‘legitimate combination of qualitative and 
quantitative methods’ (Zachariadis et al. 2010). The retroductive logic adopted by CR 
analysis (see Section 4.3, page 63), also lends itself to the use of mixed methodological 
approaches to answer research questions.    
The use of a mixed methodology to examine the relationship between performance 
measurement and performance outcomes is indicated not only by the suitability of a mixed 
methodology to the philosophical orientation of the project but also due to the fact that the 
research questions are multi-faceted and will benefit from both quantitative and qualitative 
examination. Critical Realism, therefore, not only provides a foundation in terms of research 
philosophy it also effectively answers the incompatibility thesis and indicates the suitability 
of a mixed methodology to the research questions being posed. Having justified the adoption 
of a mixed methodology the chapter must now turn to the consideration of a mixed 
methodology research design, which will be addressed in the following sections.   
 
4.7  Mixed Method Research Methodology  
 
The proposed methodology to be employed is referred to as a mixed methods research 
methodology. MMR is defined as a ‘type of research design in which QUAL (qualitative)  
and QUAN (quantitative) approaches are used in type of questions, research methods, data 
collection and analysis procedures, and/or inferences (Tashakkori & Teddlie 2003, p.711). 
Further definitions examine the priority given to the data type, its concurrent or sequential 
deployment and the need for integration of data during the process (Creswell et al. 2003) and 
highlight the use of a single study format (Morse 2003). MMR has been hailed as the third 
methodological movement in social science research inquiry which bridges the dichotomous 
positions of positivism and interpretivism (Tashakkori & Teddlie 2003), overcoming the 
limitations of both and providing a fruitful context for more comprehensive research (Gelo et 
al. 2008).  
The potential fit between a CR philosophical perspective and an MMR research undertaking 
is endorsed by Reed (2005, p.1638) who states that ‘as a philosophy of science and as the 
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body of analytical precepts and methodological principles emerging from that philosophy 
….[Critical Realism] .. Has profound implications for the study of organisation and 
management’. It is further acknowledged that a CR perspective can make important 
contributions to MMR ‘not only as an overall perspective where methods and assumptions 
can be better integrated but also [with] specific insights and strategies that can enable MMR 
to better understand the context and processes they study’ (Maxwell & Mittapalli 2010, 
p.162).  However, the choice of methodology used to examine research questions, is more 
than just a function of fit with a particular research philosophy and Teddlie and Tashakkori 
(2010) caution that as well as the influence of research philosophy on the conduct of research 
the influence of the research questions must also be considered.  In Section 4.2 (page 58) both 
the importance of mixed method research questions were highlighted and the clear need for, 
and distinction between, a quantitative research phase and a qualitative research phase in the 
investigation of the nature of the relationship between PM and performance outcomes in the 
Irish hotel sector was established. Issues relating to the design of a mixed method research 
undertaking will now be addressed.  
 
4.7.1  Mixed Method Research Design 
 
Inherent to the concept of an MMR research design is the significant breadth of choice that 
the  practitioner has in combining qualitative and quantitative methods, as such the need for 
the classification and the application of typologies to MMR has become increasingly 
important in the literature, this has been referred to by Creswell & Plano-Clark (2007) as the 
‘procedural development’ stage of MMR.  
Tashakkori & Teddlie (2003, p.680) purport to have found 40 different types of mixed 
method design in the available literature and claim that determining a typology of mixed 
method designs is amongst the most ‘complex and controversial issues’ in the discipline. 
Initial attempts to classify the options available to researchers have been made by several 
writers  (Tashakkori & Teddlie 1998; Morse 2003; Creswell et al. 2003) seeking to capture 
the priority, conduct and sequence of the MMR design. Creswell et al. (2003, p.223) initially 
propose six MMR design types, suggesting that a small number of generic designs will allow 
researchers ‘flexibility to choose and innovate within the types to fit a particular situation’. 
Subsequently, the number of research designs is reduced to four with the introduction of what 
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are termed ‘procedural considerations’ which add to the basic design method (Creswell & 
Plano-Clark 2007, p.79). The three procedural considerations of timing, weighting 
(interchangeable with the terms ‘sequence’ and ‘priority’ which are used by other authors), 
and the mixing decision each impact upon the four generic designs. Timing of methods 
relates to whether methods are to be deployed in a sequential or concurrent fashion. The 
weighting decision is the relative emphasis on which method is used in answering the study’s 
questions. Finally, the mixing decisions which have important implications for the quality of 
the overall research project include the merging of the data during interpretation and analysis, 
embedding one type of data within a larger design (of the other type) or connecting the data 
between research phases. Appendix A (page 345) provides a detailed description of the four 
generic MMR designs and their procedural considerations and Figure 4.3, on page 77, 
provides a diagrammatic representation of the MMR research typology. 
Other typologies of MMR designs exist: Leech & Onwuegbuzie (2007) provide a multi-
dimensional typology which closely resembles the procedural decisions examined previously. 
Their typology is based on a mixing dimension (fully or partially mixed methods), a time 
dimension (concurrent or sequential method) and an emphasis dimension (status of methods). 
This typology results in eight research design types which are certainly easier to 
conceptualise than the Creswell  et al. (2003, 2007) model, although Creswell et al. (2003, 
2007)  do combine parsimony with a level of detail which is attractive to many researchers.  
Using Creswell and Plano-Clark’s (2007) typology the research being undertaken is a 
Sequential, Quantitative – Qualitative Explanatory Mixed Method Investigation, whereby the 
research occurs in sequence with the quantitative phase occurring first and the qualitative 
phase being used to explain the initial quantitative results. The explanatory model has two 
variations; the first is the follow up explanations model in which the researcher must decide 
which quantitative results are to be investigated further through qualitative means, the second 
is the participant selection model where the quantitative phase is used to select participants 
for qualitative investigation. In terms of the investigation of the measurement-performance 
link; the results of the quantitative phase will serve not only as the basis for later qualitative 
exploration, but also will be instrumental in creating the sampling frame which will be 
deployed to select participants for the qualitative phase (see section 4.10.6, page 99).  
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Figure 4.3: Typology of Mixed Methodology Designs  
 
Source: (Creswell & Plano-Clark 2007) 
 
4.7.2  Sampling and Data Analysis for Mixed Method Research  
 
Creswell and Plano-Clark (2007, p.181) note that mixed method studies are ‘complex and 
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designs (Section 4.7.1, page 75) the researcher moves on to considerations of sampling, data 
collection and analysis. The wealth of choices in regard to research designs and the 
combination of quantitative and qualitative methods has a significant impact on the conduct 
of a mixed method research sample.  
Sampling is often discussed in terms of probabilistic (quantitative) and non-probabilistic 
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inference quality and generalisability thorough the use of two types of sample: a probability 
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the description of sampling in terms of qualitative and quantitative sampling may lead to the 
false assumption that qualitative and quantitative components require data to be sampled 
within the ‘correct family of sampling methods’. He goes on to point out that it is conceivable 
to draw a stratified random (or random cluster) sample for qualitative research or to use 
snowball (or atypical case) samples for quantitative methods. The investigation of 
performance measurement being undertaken will combine a probability sample for the 
quantitative phase of the research (see Section 4.9.4, page 87) and this will be followed by a 
purposive convenience sample for the qualitative phase (see Section 4.10.6, page 99). 
Teddlie & Yu (2007) propose a typology of MMR sampling that includes basic, concurrent, 
sequential and multilevel strategies; it also highlights using multiple mixed method sampling 
strategies. Whilst the typology is in and of itself useful, it is Teddlie & Yu’s (2007) 
conclusion that each sampling decision results in a representativeness / saturation trade-off 
which should be of most concern in the sampling stage of research. Teddlie & Yu (2007, 
p.87) further claim that the ‘more emphasis on the representativeness of the QUAN sample, 
the less emphasis there can be placed on the saturation of the QUAL sample and vice versa’. 
They advise that creativity and flexibility in sampling schemes are crucial to the success of 
research studies and the sampling strategies should stem logically from research questions.  
The application of sampling strategies to the research is examined in Sections 4.9.4 (page 87) 
& 4.10.6 (page 99). 
A much more distinctive feature of the conduct of mixed method research is that of data 
analysis. Mixed method data analysis carries with it the inevitable problem of integrating 
quantitative and qualitative findings in a manner that will satisfactorily answer each research 
question or problem as well as other issues in relation to the research design and purpose. 
Onwuegbuzie and Teddlie (2003) divide data analysis into either confirmatory analysis, 
which seeks to test or confirm theories, or explanatory data analysis which may either be 
descriptive or theory-generating: analysis techniques are largely dependent on the sequence 
of the study and must end with data interpretation and legitimation. Bryman (2007) notes that 
there are difficulties associated with bringing together quantitative and qualitative data into a 
cohesive narrative; it is hoped here too that the CR perspective will guide the narrative from 
the Empirical (ascertained through quantitative means) to the Actual and to the Real (the 
latter explained through qualitative methods). The research being undertaken follows a 
sequential data analysis process with quantitative data being analysed prior to the conduct of 
qualitative research and data analysis (see Section 4.10.8 on page 102, for the particular 
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application of a CR method of qualitative analysis). The analysis may also be described as 
explanatory as the qualitative data will seek to further describe and explain that which has 
been uncovered in the initial quantitative research phase.   
Issues relating to the sampling, validity, collection and analysis of data for each of the phases 
of the research will be presented in the following sections. Although assessments of overall 
validity could not be produced until the end of the research project, its importance for the 
conduct of the study is acknowledged.  
 
4.8  Validity and Reliability in Realist Mixed Method Research 
 
In assessing the quality of research designs practitioners are universally directed to consider 
issues relating to the validity and reliability of their approach. Validity and reliability in 
tourism research are defined respectively by Veal (2011) as a measure that the research 
accurately identifies and measures what is intended to and that repetition of the research 
would produce similar findings.  However the concepts of validity, reliability and the 
assessment of research quality are more complex and require further discussion and attention.  
Although parsimonious, Veal’s (2011) definition does not accurately reflect the complexity 
of assessing validity and reliability in research. A comprehensive assessment of research 
requires the examination of various types of validity relating to  the constructs under 
examination: the validity of the measuring instrument as well as validity of the research in 
general (internal and external validity) (Drucker-Godard et al. 2001). The ability to judge the 
accuracy of a measurement (validity) is inherently based on an individual’s epistemological 
perspective and, therefore, is open to criticism from opposing perspectives. Judging the 
quality of a mixed methods research project naturally raises issues due to the quality 
requirements of the individual constituent research methods. Creswell and Plano-Clark (2007, 
p.149) comment that validity in mixed methods stems from the criteria typically associated 
with either QUAN or QUAL research but that a ‘need exists to assess validity in terms of the 
overall design and the potential threats to validity in data collection and analysis.’  Drucker-
Godard et al. (2001) suggest that the essential difference between assessing validity and 
reliability in QUAN and QUAL research is that these concepts can be tested in quantitative 
research, while in qualitative research precautions are taken to improve reliability (see also 
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Sections 4.9.6, page 89 & 4.10.10, page 109). Healy & Perry (2004, p.121) argue that the 
quality of research done within a particular paradigm should be ‘judged by its own 
paradigm’s terms’ and advocate criteria for the judgement of quality in realist research.  
In an attempt to marry these two ideas, (that mixed methods research should be judged by the 
criteria pertaining to its component methodologies and that overall design should be judged 
on paradigmatic criteria)  the quality of the research being currently undertaken to examine 
the relationship between performance measurement and performance outcomes in the 
hospitality industry will be judged using the criteria for realist research quality (Healy & 
Perry 2004) and those quality requirements of the constituent elements of the mixed 
methodology being undertaken.  
 
4.8.1  Criteria for Judgment of Validity and Reliability in Realist Research 
 
Healy & Perry (2004) outline six criteria upon which the quality of realist research might be 
judged in response to what they perceived was a distinct gap in the research quality literature.  
Although their criteria focus on the evaluation of qualitative research only, the criteria will be 
extend to cover the mixed methodologies being deployed in this research project. 
1. Ontological Appropriateness: the first quality criteria to be considered is that of 
ontological appropriateness: does the research deal with ‘complex social phenomena 
involving reflective people’(Healy & Perry 2004, p.121)? The discussions in Chapter 
2, (page 10) and Chapter 3 (page 39) and in Section 4.3 (page 63) have highlighted 
both the complexity of the relationship between performance measurement and its 
outcomes and also the appropriateness of a Critical Realist perspective in attempting 
to explain the nature of the relationship between measurement and outcome. 
Moreover, the utility of quantitative measurement, in terms of making the Empirical 
and the Actual available to the researcher have been repeatedly outlined. 
 
2. Contingent Validity: this is akin to the positivist concept of internal validity. Internal 
validity seeks to acknowledge (and remove) systematic factors of bias in order to 
generate the positivistic concept of an objective reality. On the other hand,  realism 
seeks to develop ‘a family of answers’, that cover several contingent contexts without 
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any claims of perfect knowledge  (Pawson & Tilley 1997). In this instance, contingent 
reality is considered to be validity about generative mechanisms and the contexts that 
make them contingent (Wigren 2007). Healy & Perry (2004) suggest that an emphasis 
on ‘why’ issues in the qualitative instrument is required.  In concert with the 
explanation sought through the use of the qualitative instrument the quantitative 
instrument  can be of service as a foundational method of gaining access to the issues 
(from a large sample of the population) that will be investigated in depth from a 
smaller sample of case studies.  
 
3.  Multiple perceptions of respondents and peer researchers: as positivism seeks to 
make ‘value-free’ observations, Critical Realism acknowledges that multiple 
perceptions of a single underlying reality will exist. In order to best observe and 
record these multiple perceptions data should be triangulated from several sources and 
interpreted by multiple peers. In this instance, the deployment of the quantitative 
instrument served as a data source for triangulation as it provided an overview of the 
perceptions of the sample, the single underlying reality of which is sought through the 
deployment of Critical Realist case study. 
 
4. Methodological Trustworthiness: this is considered to be a slightly broader 
interpretation of the positivist concept of reliability, which encompasses the 
dependability and consistency of the research instrument as opposed to focusing on 
the degrees to which the measure is free of error  (Healy & Perry 2004). 
Trustworthiness is an issue of frequent discussion in qualitative methodologies and in 
particular, with regard to case study methodologies. Yin (2012; 2014) suggests the use 
of detailed case study protocols and case study databases to allow the instrument to be 
audited as required in quantitative instruments reliability can be tested mathematically 
using the Cronbach’s Alpha. The notion of research processes repeatedly producing 
similar results coincides with the CR idea of replication in an attempt to confirm the 
structures and mechanisms identified in an original study under similar contingent 
conditions (Wigren 2007). 
 
5. Analytic Generalisation: the focus of analytic generalisation is theory-building rather 
than theory-testing.  Healy & Perry (2004) advise that the research issues be identified 
prior to data collection to allow for a thorough and accurate research protocol to be 
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generated. Although not explicitly stated, this would appear to advocate the use of 
literature research to highlight the pertinent issues. However, in Critical Realist terms 
the literature review may not provide an accurate illustration of the Empirical & the 
Actual. Here again, the deployment of a mixed methodology is seen as being 
particularly useful in this context, with the quantitative instrument providing a 
spotlight on the Empirical, which will in effect be the research issues under further 
investigation in the qualitative instrument. 
   
6. Construct Validity: in this instance, the concept of construct validity is synonymous 
with that of positivistic construct validity and is based on how well the constructs 
used in the research are derived and measured in the research (construct validity will 
be examined in Section 4.9.6, page 89).  
 
The application of these quality criteria to the mixed method investigation of the relationship 
between performance measurement and performance outcomes in Irish hotels is outlined in 
Table 4.1 (on page 83). This table outlines how realist research quality criteria are applied at 
both the qualitative and quantitative phases of the research project. Each element of the 
project will then be assessed separately under the specific reliability and validity criteria for 
the constituent research method (Sections 4.9.6, page 89 & 4.10.10, page 109 respectively).   
As issues relating to design, sampling, data analysis, validity and reliability in mixed methods 
research have been comprehensively outlined, the next sections of the chapter deal with these 
issues in the context of each of the specific research phases. 
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Table 4.1: Application of Realist Quality Criteria to Proposed Research   
Realist Quality Criteria Application to Qualitative 
Research Element  
Application to Quantitative 
Research Element  
Ontological Appropriateness Qualitative analysis will 
advance knowledge of the 
Real  
Quantitative research 
instrument has utility in 
operationalizing the 
Empirical  & the Actual 
(Section 4.2.2)  
Contingent Validity Generative mechanisms will 
be postulated through 
retroduction (Section 4.3.3), 
using a small purposive 
sample of case studies 
Large sample used in order to 
gain access to the issues or to 
apprehend the Empirical (as 
a results of the postulated 
generative mechanisms) 
Multiple perceptions of 
participants and peer 
researchers  
Case study will use multiple 
data sources and case studies 
will be peer reviewed (see 
section 4.10.8)   
Quantitative instrument  is 
itself a representation of 
respondent perceptions 
which can be used as a data 
source for triangulation  
Methodological 
Trustworthiness 
The use of CAQDAS 
(computer assisted 
qualitative data analysis) and 
the maintenance of a case 
study database are outlined in 
Section 4.10.8  
Reliability measured using 
Cronbach’s Alpha (see 
Chapter 6.6)  
Analytic Generalisation  Case design and selection of 
cases for similarity and 
difference will facilitate the 
retroduction of mechanisms 
(see Section 4.10.5) 
Quantitative instrument can 
be used to highlight the 
issues (the Empirical ) to be 
further investigated (the 
Actual  & the Real) 
Construct Validity  Constructs will be derived 
from literature and 
triangulated using the 
quantitative data provided by 
phase 1 
How constructs are derived 
and measured (see Section 
4.9.6)  
Source: Adapted from (Healy & Perry 2004) 
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4.9  Research Phase One: Quantitative Research  
 
Section 4.2.2 (page 60) outlined the rationale, research question and objectives associated 
with the quantitative phase of the research. The following sections will describe the 
particulars of the research design, sampling, validity, reliability and data analysis associated 
with phase one of the sequential quantitative-qualitative mixed method research being 
undertaken. 
 
4.9.1  The Research Instrument 
 
The research instrument used in the first phase of the research was an online questionnaire 
survey. The use of online surveys has evolved from novelty status in the 1990s to ‘a 
specialized mode for surveying populations with nearly complete Internet access ’ (Dillman 
2006, p.450). Since their earliest inception, online surveys have been regarded as being a 
cost-efficient method of research, particularly appropriate where time constraints or 
geographic boundaries limit the ability to conduct a study (Gunter et al. 2002; Evans & 
Mathur 2005). Dillman (2006) suggests that any research questionnaire  should be designed 
with the dual objectives of minimising non-response and the reduction (or avoidance) of 
measurement error (see Section 4.9.6, page 89).  
Whilst relative response rates will vary considerably due to sample sizes and survey topics, 
hospitality professionals have been noted to provide lower response rates than other 
respondents (Keegan & Lucas 2005; Gursoy & Swanger 2007). This is due to the dynamic 
nature of management and operational processes as well as the tendency of some managers to 
perceive questions to be commercially sensitive. Keegan & Lucas (2005, p.157) caution that 
‘undue emphasis on the response rate figure may inhibit the enhancement of hospitality 
knowledge’, limiting research to investigating only that which managers (usually of larger 
companies) are willing to disclose. Hung & Law (2011) note that response rates of less than 
30% are common in tourism and hospitality online research with the majority of responses 
being between 10% and 19%. They further note that the use of online questionnaires is 
regarded as being generally advantageous but that sample representativeness is a significant 
concern. The representativeness of the sample was assessed by comparing the respondent 
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results with previously reported industry research from multiple sources (see Section 6.4, 
page 124).   
Particular attention is paid in the literature to the design of online questionnaires to maximise 
response rates and most of the design strategies suggested were incorporated into the design 
of the online questionnaire. Survey length is outlined by several authors (Dillman et al. 1993; 
Sellitto 2006; Easterby-Smith et al. 2008) as having a direct impact on response rates. With 
uthis in mind, the questionnaire was kept intentionally short to promote response rate and to 
facilitate an exploratory view of performance measurement in Irish hospitality. Other items 
commonly cited in the research as having positive impacts on response rates were also 
incorporated into the survey design. These included a progress bar, found to encourage 
survey completion  (Mackey & Price 2007), the use of personalised correspondence and 
reminder follow up (Gunter et al. 2002; Keegan & Lucas 2005) and guarantees of 
confidentiality and anonymity (Easterby-Smith et al. 2008).  
Alongside issues of sample representativeness and low response rate Hung and Law’s (2011) 
investigation of the use of online survey methodologies in the tourism and hospitality 
literature uncovered difficulties with inaccurate addresses and technical difficulties 
encountered by the researcher or respondents. These issues were addressed by sourcing the 
participant e-mail addresses directly from the national body responsible for the registration of 
hotels in Ireland (Fáilte Ireland 2012a) and also confirming by telephone, the name of the 
general manager (GM) of properties which had a generic (info@) email address. 
 
4.9.2  Question Type and Survey Structure  
 
The questionnaire consisted of 20 questions in total, a final question (no.21) asked 
respondents to indicate their interest in potentially participating in the qualitative phase of the 
research process. Of the 20 research questions: 12 were multiple choice questions where 
respondents could provide only one answer and three  were multiple choice questions where 
respondents could provide more than one answer.  A five point Likert Scale, commonly used 
in tourism research (Dolnicar 2006), was used in two questions (one having nine subsections, 
the other six subsections). Three open-ended questions were included where respondents 
86 
 
could make general comments on various issues relating to the measurement of performance 
and performance outcomes.  
The questionnaire was divided into four sections. The first section, ‘General Information’, 
sought to establish demographic characteristics and descriptive information relating to the 
respondent population. Section 2, ‘Measurement Activity’, sought detailed information about 
measurement practices, and which areas of the businesses were most commonly measured. 
Section 3, ‘Measurement Usage’, focused on issues relating to the strategic and operational 
use of measurement, assessment of the levels of trust placed in performance measurement 
and the assessment of performance in comparison to market rivals. The final section, 
‘Measurement Issues’, contained the open questions which were aimed at eliciting general 
opinions on the nature of measurement in Ireland (whether or not balanced measurement 
exists), the impact of the current trading conditions (see Chapter 2, page 10) and a general 
question on whether measurement had an impact on organisational performance. A copy of 
the final research instrument (including changes made after the pilot feedback) is available in 
Appendix B on page 347. 
 
4.9.3  Survey Pilot 
 
The piloting of research instruments is universally recommended in order to test the 
instrument. Piloting can aid in the assessment of the validity of the research instrument (see 
Section 4.9.6, page 89) and may also be useful in testing operational aspects of the survey.  
The questionnaire was initially reviewed by a market research professional who suggested 
minor changes in the layout and construction of several questions.  The questionnaire was 
formally piloted in late July 2012 to a total of 12 participants. The pilot survey was presented 
to five general managers (who would be the target of the final survey), three financial 
managers and four senior operational managers to get as wide a perspective on the survey 
instrument as possible. The pilot was also sent to a diverse range of hotel properties (three – 
three-star properties, seven four-star properties, and two five-star properties).  Pilot 
respondents were asked to provide feedback on the ease of use of the research instrument, the 
flow and logic of questions, the use of language and technical terminology and the time taken 
to complete the survey as advocated by Veal (2011). Following feedback from 10 of the 12 
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individuals asked to pilot the survey some minor alterations were made to Question 2, 
Question 6 and Question 8 of the survey and an average completion time was used to advise 
future respondents of the likely time required to complete the questionnaire survey.  
 
4.9.4  The Research Population and Sample Frame   
 
Fáilte Ireland is the National Tourism Development Authority of Ireland and all hotel 
accommodation providers are legally required to register with the organisation for quality 
assurance purposes. According to a list of hotels obtained from Fáilte Ireland, the population 
of hotels in the 26 counties of the Republic of Ireland as of June 2012 was 858 (Fáilte Ireland 
2012a). This number constituted the entire population of hotels to be sampled. Upon closer 
inspection of the hotel database the sample was reduced to a final number of 797. This was 
due in large part to the fact that several of the sample hotel properties had opted out of 
receiving a surveymonkey.com-based online questionnaire and thus could not be reached by 
the chosen instrument.  Details of the reduction of the sample are provided in Table 4.2 
below.  
Table 4.2: Calculating the Sample Population  
Total No. of Hotel Properties  858 
Hotel Properties found to be Closed / Not 
Operating 
7  
Hotel properties opted out of Survey-monkey 
questionnaires 
46  
Participated in Pilot  5  
No E-mail (3 *1 star properties)  3  
Total removed from sample  (61) 
Total Usable Sample   797 
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The availability of an entire listing of the population negates issues often associated with 
sampling such as access to the population and incomplete population lists (Lewis et al. 2007). 
An additional benefit of the availability of a mandatory listing of hotel properties is that it 
provides a sample frame without any significant bias, the only exclusions from the sample 
were those who were unable (not operating or had no e-mail) or who had opted not to 
participate in web-based surveys.  The five general managers who were contacted to pilot the 
survey also had their properties removed from the final sample list.  
 
4.9.5  Survey Administration and Data Analysis  
 
The questionnaire survey was administered via the survey website www.surveymonkey.com 
to a total of 797 properties from the original sample frame of 858 hotel properties registered 
with Fáilte Ireland, as of June 2012 (Fáilte Ireland 2012a). The Survey was administered on 
the morning of August 20
th
 2012, with a reminder e-mail being sent to all non-respondents on 
the afternoon of August 31
st
. 
Data were exported from the Survey-Monkey database to the Statistical Package for the 
Social Sciences (SPSS) v19. The following descriptive analysis was performed on the data, 
including frequency, mean & standard deviation calculations. As the data were non-
parametric (ordinal) in nature, further analysis was carried out through a comprehensive 
series of cross-tabulations to test levels of association between data items. The Pearson Chi 
Square test was applied to these cross-tabulations in an effort to assess which associations 
were of statistical significance. 
The survey received 172 responses. 161 of which were usable, i.e. provided information 
beyond the demographic characteristics investigated in Questions 1 – 5. This level of 
response represented an overall response rate of 20.2% which is an excellent response rate 
considering the poor levels of response from hospitality online research which are discussed 
in Section 4.9.1. The results of the analysis conducted on the survey responses are available 
in Chapters 6 (page 123) and 7 (page 149) and a copy of the survey instrument is included for 
reference in Appendix B (page 347). 
.
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4.9.6  Reliability & Validity  
 
The issue of reliability in realist research has already been discussed in Section 4.8 (page 79), 
but Harrison & Easton (2004) suggest that individual research phases should also be judged 
by their own particular reliability and validity criteria. In this instance, the quality of the 
quantitative phase of the research study will be judged on its adherence to principles of 
internal and external validity (Easterby-Smith et al. 2008) while also acknowledging the 
reliability of the research instrument. As the survey instrument is exploratory in nature 
attention is also paid to the construct validity; these items and their definition and application 
to phase one of the research are discussed below. 
 
A. Internal Validity seeks to guarantee that the instrument will avoid conclusion bias 
based on the data provided (Poynter 1993), that causal relationships do in fact exist 
where indicated. Again, the purpose of the instrument is not to establish causal 
relationships between variables per se. The instruments function is to describe the 
Empirical.  Another factor to be considered is that due to the non-parametric nature of 
the data, relationships between variables can be highlighted through the use of Pearson 
Chi Squares, but not described in terms of cause and effect. The internal validity of the 
quantitative research will be judged by the rigorous use of appropriate statistical tests.  
 
B. Construct Validity relates to how well the instrument measures concepts. In this case, 
the concepts being investigated are relatively simple and could be regarded as generic 
industry standard terms.  These concepts include financial performance, employee 
satisfaction performance, customer satisfaction performance and market share, as well 
as operational measures, strategic measures and trust.  The study does acknowledge 
that constructs like financial performance can vary considerably amongst respondents 
but proposes that the understanding of the generic concept of financial performance is 
universal. The difference between actual (officially reported) and perceived 
performance is also an important issue with the constructs being examined and is 
acknowledged in Section 3.7 (page 49). As the instrument is exploratory in nature and 
its focus is on describing the phenomena (in this case the extent and types of 
measurement) rather than hypothesis testing, the use of generic concepts is deemed 
acceptable. 
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C. External Validity relates to the ability of the instrument to be applied beyond the 
sample to the general population. Considering the size of the sample frame, consisting 
of just below 93% of the entire population, it can be assumed that the instrument will 
be representative of the population. As the purpose of the quantitative phase is 
exploratory, its external validity can be tested against external sources (see Section 6.4, 
page 124). 
 
D. Reliability is a test of how consistently a measuring instrument measures whatever 
concept it is measuring (Sekaran & Bougie 2013). The internal consistency of the 
instrument will be assessed through the use of Cronbach’s alpha (see Chapter 6.4, page 
124) as recommended by Saunders et al. (2008). Reliability of the research instrument 
will also be assessed post hoc by comparison of respondent results with established 
industry statistics from multiple sources (see Chapter 6.4, page 124). 
  
While the explanations accompanying these very important quality tests may not seem 
sufficient, two key points must be borne in mind when assessing the quality of the 
quantitative phase of the research. Firstly, the quantitative phase is the first of a multi-phase 
research project and effective judgements on research quality can only really be made at the 
conclusion of the entire research project. Indeed, it could be argued that the research should 
be judged in its entirety along realist criteria as discussed in Section 4.8 (page 79). The 
quantitative questionnaire survey is exploratory in nature and its major role is descriptive (to 
highlight the Empirical) and will be augmented by the qualitative phase. The inclusion of an 
analysis of validity and reliability for the quantitative phase has been included for 
completeness.  
 
4.10   Research Phase Two: Qualitative Case Study  
 
As the research being undertaken is classified as a Sequential, Quantitative – Qualitative 
Explanatory Mixed Method Investigation, the second phase of the research is directly 
influenced by the results and conclusions of the first phase of the research.  The revelation of 
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phenomena in the Empirical by the quantitative research instrument influences the research 
questions which seek to explain that phenomena in the Actual and the Real. The quantitative 
research instrument will also aid in the identification of participants for the second phase of 
the research. This is keeping with acknowledged issues relating to the deployment of mixed 
methods research, whereby a sequential explanatory design may be influenced, particularly in 
the latter stages, by the outcomes of the initial research phase (Bryman 2006).  The secondary 
phase of the methodology will now be examined in the following sections beginning with an 
outline of the conduct of an Emergent CR methodology (see Section 4.4, page 69) as 
advocated by Vincent & Wapshott (2014).  
 
4.10.1 An Emergent Critical Realist Methodology for the Measurement-
Performance Link 
 
Vincent & Wapshott (2014) outline a four-step methodology to determine causal 
mechanisms; the adaptation of this methodology to investigate the measurement-performance 
link in the hotel sector will now be outlined. 
 
1. Configurational Analysis   
The first step is to undertake an analysis of the organisation’s configuration and functional 
structure; this is usually associated with a thick description of the organisational hierarchy 
and the department, workgroup and individual entities in the organisation and their activities 
of interest to the case in question. In terms of researching the measurement-performance link 
this would amount to an analysis not only of a business’ organisational department or 
functional configuration but also of the specifics of what is measured and if / how 
measurement has an impact on organisational structure and reporting. Of interest should also 
be how individuals, groups and teams react to the imposition of measurement and what role 
measurement has in their everyday work. At this stage it may be possible to determine the 
differences between external influences on organisational structures (downward structural 
causation) and internal influences on organisational structure (upward structural causation) 
and how these impact measurement. Internal influences on measurement may be found in 
analysis of the informal organisation and how work takes place in practice and how this 
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impacts on measurement and performance. External influences and their impact on 
measurement and performance may also be analysed. Although some discretion in the depth 
of external analysis is advised, the parameters of the analysis must be accurately defined in 
order to manage the effectiveness of the investigation. External factors which impact on 
performance measurement could emanate from local circumstances, or from national, 
international or global factors or any combination of all of these. Therefore, a specifically 
bounded analysis is key to uncovering causal powers and potentials. The role of the 
configurational analysis is to uncover those entities (groups, teams, individuals, technology) 
which have the potential to have an influence on measurement and performance. This 
exercise is firmly within the realm of the Actual (in CR terms) and acknowledges that entities 
may only have the potential to influence the measurement-performance link or they may be 
actively exercising that power. It may be possible from this early analysis to speculate as to 
what structural mechanisms may be impacting on groups, teams and individuals within the 
organisation to achieve performance outcomes. 
 
2. Normative Analysis  
The normative analysis is by no means a separate investigation and is often achieved 
concurrently to configurational analysis. The goal is to identify individuals’ tendencies ‘their 
behavioural norms and expectations as well as the extent to which norms are followed 
consistently’ (Vincent & Wapshott, p150).  As with the configurational analysis, both internal 
and external factors impacting on measurement and performance may be uncovered and the 
analysis is focused squarely in the CR realm of the Actual. Again, as with the configurational 
analysis, the entities under investigation may have the potential to act or may be actively 
exercising their influence in terms of behaviour. In relation to the proposed research items of 
interest may be tensions introduced by the process of measurement, how individuals react to 
goals and the application of standards or tensions and difficulties in terms of measurement 
focus at different organisational levels. Again, mechanisms may be abductively postulated 
based on how individuals or groups behave in respect of the proposed mechanism.   
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3. Field Analysis  
Field analysis looks towards the external context in which the organisation finds itself, and 
seeks to find how the external environment asserts itself on both the organisational structure 
and the individuals within the organisation. This element of the research methodology is 
particularly relevant to PM investigations which are highly context dependent, and remains 
cognisant of an extremely influential element in organisational performance: the external 
environment. Field analysis essentially determines the why of organisational mechanisms and 
asks why mechanisms are the way they are. Field analysis may also include the application of 
existing theory to support answers (retroduction) to this why question in relation to the 
suggested mechanisms. 
 
4. Institutional Explanation  
The final element of the analysis is to synthesise the previous analyses: to produce an 
explanation of the institutional mechanism that has occurred. This is effectively providing a 
holistic interpretation of the what, how and why questions of the previous analysis. The goal 
is to explain the emergent property (achievement of performance outcomes) based on the 
presence of casual mechanisms (what structural or agential configurations had the causal 
influence on the achievement of outcomes?). In effect, the institutional explanation is the 
description of the Real, the mechanisms that explain the link between measurement and 
performance in the particular context of the organisation being examined. It is important to 
note, as previously stated, that the goal of Critical Realist analysis is explanation rather than 
prediction and that the institutional explanation should be a rich and detailed analysis of the 
powers, potentials and mechanisms at play in the organisation being examined. 
  
4.10.2  Research Instrument  
 
In Critical Realist terms the quantitative phase of the research has sought to operationalise the 
Empirical and the Actual (events and experiences) and what is now required is a 
methodology which will attempt to uncover the Real and to examine its links to the other 
domains of reality, Easton (2000) refers to this as realism’s raison d’étre. The instrument 
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proposed to undertake this second research phase is that of a case study. The case study 
approach is considered particularly appropriate as it is a qualitative approach in which the 
investigator explores ‘a contemporary phenomenon in depth and within its real-world 
context, especially when the boundaries between phenomenon and context, may not be 
clearly evident’ (Yin 2014, p.16). In regard to the requirements of the configurational and 
normative analysis outlined above the case study methodology also offers the ability to 
produce thick description from a multitude of organisational sources and offers flexibility in 
the use of varying methods. A complete list of the methods affiliated with the case study and 
their relevance to the Emergent CR methodology is presented in Section 4.10.10 (on page 
109).    
Yin (2014) notes that, as of yet, no comprehensive and standard catalogue of research designs 
for case study research has emerged and that the development of case study requires ‘careful 
craftwork’ (2014, p.27). The following sections will discuss issues relating to the structure of 
the case study, its pilot, sample selection research administration and issues relating to 
research quality.  
 
4.10.3  Case Study Questions  
 
Yin (2014) advocates that the case study method is most appropriate for research questions of 
a how and why nature because such questions are explanatory in nature and  deal with 
‘operational links needing to be traced over time, rather than frequencies or incidence’ (2014, 
p.10). These how and why questions are also central to the configurational and normative 
analysis of the Emergent CR methodology. Yin (2014) also advises that the initial task in 
preparing case research is to clarify research questions in this regard. Case studies therefore 
fit neatly with realist philosophy as they can be used to describe empirical events and through 
the use of multiple data sources trace links over time and follow through from the Actual to 
the Real (Easton 2000). However, Critical Realist case studies must be approached, according 
to Easton (2000; 2010), in a different way, requiring the researcher to look for the roots of 
things in order to seek  ‘the underlying reality through the thick veil which hides it’(2000, 
p.212). Easton further argues that realist research questions should take the form of ‘what 
caused the events associated with the phenomenon to occur?’ (2010, p.123).  The research 
study being undertaken seeks to examine the relationship between performance measurement 
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and performance outcomes, therefore reframing the realist question to enquire what caused 
the events (various performance outcomes) to be associated with the phenomenon 
(measurement) to occur?  
Following the suggestion of Vincent & Wapshott (2014) the initial case analysis will be 
based on identifying significant causal influences in one of four categories briefly described 
below: 
 
1. Downward Configurational Powers 
Downward configurational powers are defined by Vincent & Wapshott (2014) as occurring 
when a higher level organisational system or external entity affects the organisational 
structures around the institutional mechanism being examined i.e. those external entities 
which have an influence, or the potential to influence organisational structures related to 
measurement and the achievement of outcomes. In this research, entities with downward 
configurational power include the hotel owners and the hotel operator's headquarters.  
 
2. Upwards Configurational Powers 
Upwards configurational powers operate in the opposite direction and relate to the powers or 
potentials of internal entities to have an impact on the institutional mechanism.  Examples of 
entities possessing upwards configurational power would be the executive leadership of the 
case hotels.  
 
3. Downward Normative Powers  
Normative powers and potentials are classified as ‘emerging from enduring patterns in the 
activities of agents which constitute specific institutional mechanisms’ (Vincent & Wapshott, 
p152). In other words, the day to day life of the actors external to the case organisation have 
the potential to recreate and potentially alter an institutional mechanism, in this case the 
measurement system of the case hotel. External influences on day to day use of measurement 
might include the role of technology, or the role of incentive schemes. 
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4. Upward Normative Powers  
Upward normative powers and potentials are described as stemming from the day to day 
norms of behaviour of entities within the organisation and their ability to impact on the 
institutional mechanism under observation. Internally these may be associated with the 
professionalism of staff and management or the levels of autonomy in the case property's 
culture.  
 
In each context, the ability of these powers and potentials to influence performance 
measurement and the achievement of performance outcomes will be analysed. The details of 
each case study's causal powers are available in Sections 8.7, 9.6, & 10.6 (pages 187, 225 & 
251 respectively).  
The latter case analysis will develop an explanation of the Real, the underlying causal 
structure giving rise to the Actual and the Empirical. This analysis will seek to abduct a 
mechanism(s) by which the powers and potentials of the constituent entities identified in the 
initial analysis interact to explain the link between performance measurement and the 
achievement of performance outcomes. All of this requires operationalisation into a question 
which is appropriate to the deployment of a case study methodology, a how or why question, 
whilst also implicitly paying attention to realist concerns about what caused events to occur.  
Key issues in the literature have been discussed in Chapter 2 (page 10) and Chapter 3 (page 
39); the resulting research question parsimoniously describes a complex and relevant query in 
the field which has not been comprehensively addressed by the literature.    
How does performance measurement impact on the achievement of performance 
outcomes? 
In order to answer this question it is envisioned that a multiple-case study embedded design 
will be adopted. This type of design is indicated by the conduct of multiple embedded case 
studies, and will be examined in the following section. 
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4.10.4  Case Study Structure and the Unit of Analysis:  
 
An embedded case study is described as a case study which examines a number of logical 
sub-units within the unit of analysis (Saunders et al. 2008), in this context departments or 
working groups within the case organisation.  The most basic element of the case study and, 
therefore, one of the most essential to define is the unit of analysis, the element which will be 
studied. Two criteria must be satisfied in order to correctly orientate the unit of analysis: 
these are the definition of the case and the bounding of the case. The case must be adequately 
defined in order to limit the scale of analysis being undertaken and to give direction and 
manageability to the research project.  The necessity of bounding the case spatially and 
temporally is to ensure that the case examines a ‘real life phenomenon that has some concrete 
manifestation’  (Yin 2014, p.34) rather than an abstraction, what is required is a real-life 
manifestation of the issue to be researched. The necessity of strictly defined case parameters 
also ensures that analysis of causal mechanisms remains focused and does not leak outside of 
the focal point of the case investigation. This is of particular importance as causal 
mechanisms often impact on one another and a tight case boundary aids the researcher to 
uncover specific causal mechanisms within the case.   
The primary units of analysis are hotel organisations in the Republic of Ireland. These hotels 
will be engaged to varying degrees in the measurement of performance and will also have 
varying degrees of reported financial performance. The cases seek to examine the 
relationship between performance measurement and outcomes in different performing Irish 
hotels in order to examine how and why measurement impacts on performance. The general 
context for the case studies are the unique operational conditions currently prevailing in the 
Irish economy and tourism sector (see Chapter 5, page 114). In this regard, the cases may be 
viewed as being bound geographically. In terms of a temporal boundary for the case study 
this could potentially be any reporting period for the organisation. The conduct of each case 
study stretched over several months, with multiple site visits and follow up calls and emails.  
 
4.10.5  Case Study Pilot  
 
The case protocols were piloted in early 2014 at a large internationally branded four-star 
property in the West of Ireland. The results of the pilot case are reported in this document in 
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Chapter 8 (page 171). The pilot hotel was chosen as part of a convenience sample and based 
on the hotel property's willingness to offer complete access to documentation for analysis and 
staff members for interview. The details of the pilot administration are given in Section 8.5 
(page 175). The pilot was formative as it allowed the researcher to address many issues 
including their own inexperience with the conduct of large scale interviews. The semi-formal 
interview questions were refined and improved over the course of the pilot study. The 
number of case methods planned for the case study was reduced to primarily include 
interview and document analysis. Quality audits were observed, but these became more of a 
walking interview which was supplemental (and largely informal) to the semi-formal 
structured interview, which was the primary data source. Yin (2014) notes that the pilot test is 
often used to develop relevant lines of questioning and  provide conceptual clarification for 
the main study and this was certainly the case during the pilot investigation. In fact, the level 
and quality of data gathered resulted in the findings for the pilot property being formally 
included in main research findings (presented in Chapter 8, page 171). The data collection 
methodologies which were deployed are listed in Table 4.3 below. 
Table 4.3: Case Methodologies Deployed  
Methodology Purpose in the case study 
Document Analysis (internal) These will provide information on the context of 
measurement in terms of an organisation’s strategic 
imperatives and how measurement may focus management 
attention. Internal documentation will also clearly determine 
which outcomes are measured.   Data from interviews will 
constitute both the configurational and normative analysis 
suggested by the CR methodology outlined in Section 4.10.1 
(page 91).  
Interviews (management)   Interviews with functional team members in an attempt to 
ascertain practitioner’s viewpoint on the relationship between 
measurement and outcomes.  Data from interviews will 
constitute both the configurational and normative analysis 
suggested by the CR methodology outlined in Section 4.10.1 
(page 91). 
Document Analysis 
(external) 
As recovery in the Irish hotel sector continues, attention will 
be paid to industry reports which document performance 
improvements and may suggest underlying causes. This is 
akin to the field analysis described in Section 4.10.1 (page 
91). 
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As can be seen from Table 4.3, a key element of the methods employed in the research was 
that they were able to contribute data to the overarching CR methodology by providing 
insight on both the structural and normative influences on the case hotels. A broad research 
palette allowed for the triangulation of the configurational and normative analyses and 
consequently a more valid abduction of causal mechanisms.  
 
4.10.6  Research sample 
 
The selection of units of analysis in an embedded case study can have significant analytical 
consequences and this issue is particularly relevant to the application of a CR methodology of 
case analysis. To support the retroductive process cases should contribute to recognising the 
'contextual conditions that give rise to the particular mechanisms' (Vincent & Wapshott 2014, 
p149), and may, therefore, be selected on the basis of similarity or difference in order to 
uncover cross-cutting patterns which may be the result of causal entities, and from these to 
abduct causal mechanisms for their existence. In this regard the sampling strategy for the 
qualitative phase of this research project is regarded as purposive.  
Hotel A was selected largely for convenience and due to the guarantee of significant access to 
documentary data and to personnel. Hotel A was also suitable as it is a stalwart performer in 
its market and within its parent group and has considerable measurement systems and 
structures at its disposal. Hotel A was, therefore, seen as an appropriate property for the 
investigation of the measurement-performance link. After the initial analysis was conducted 
at Hotel A and entities, interactions and mechanisms (Section 8.6 - 8.8, page 176 - 212) were 
initially abducted, a second case property was sought to confirm or disprove the existence of 
postulated mechanisms. The rationale was that the second case would provide either 'some 
confirmation or if confounded, point to other possible causes' (Kessler & Bach 2014, p.176) 
for the mechanisms proposed. Hotel B was chosen as it is a member of the same hotel group 
as Hotel A and has similar measurement standards and systems at its disposal. Hotel B did, 
however, have a slightly poorer performance profile than Hotel A. Having investigated two 
cases for similarity, a final case was selected for difference, based on the logic that its 
differing structures might suggest differing underlying causes and thus aid in the triangulation 
of data about the presence of mechanisms. Hotel C, which operates under the same brand flag 
as Hotel A & Hotel B, is a property operating under franchise and as such has less access to 
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measurement systems and less group oversight; it also has had a substantially poorer 
historical performance record than either Hotel A or Hotel B.  
This selection rationale may seem similar to the replication logic of Yin (2012; 2014) which 
has its basis in the design of experiments where the goal is to replicate significant findings in 
multiple experiments through the duplication of the original experiment conditions or to 
demonstrate the robustness of findings through the consistency of results despite the 
alteration of certain experimental conditions. Yin (2014, p.57) suggests two types of 
replication which underlie multiple case study designs: literal replication which ‘predicts 
similar results’ across cases and theoretical replication which predicts ‘contrasting results but 
for anticipatable reasons’. It can be seen quite clearly that the notion of replication logic is 
firmly based on the assumption of Humean constant conjunction, which CR rejects as an 
explanation of causation (Section 4.3.3, page 67). However, an important aspect of the CR 
ontology is that the Actual may be based on the presence of phenomena, but it may also be 
based on the absence of phenomena (the achievement of performance outcomes or the non-
achievement of performance outcomes). In simpler terms, the proposed case study seeks not 
frequency of occurrence but rather aims to explain the mechanisms underlying the 
relationship between measurement and performance in each of the case properties and 
therefore benefits from an investigation of the similarities and differences therein.  
The selection of the three case studies with their similarities and differences allows the 
research to ask Easton’s (2010) fundamentally realist question:  ‘what caused the events 
associated with the phenomenon to occur? Additionally, it asks an equally important realist 
question: what caused the events associated with the phenomenon to not occur? These 
questions will allow for the retroductive postulation of an underlying causal mechanism 
between measurement and performance, which is the goal of the research project.  
In these cases, the general context of the participant organisations is broadly held to remain 
constant (the economic and sectoral environment discussed in Chapter 5, page 114) while the 
presence or absence of the phenomena and events (the Empirical and the Actual) are 
investigated and the underlying causal mechanisms postulated (abduction) and confirmed 
through the cross-case analysis (retroduction). 
The case selections also assist with one of the most contentious of issues in regard to case 
study research, that of analytical generalisation. The goal of analytical generalisation is to 
generalise to a theoretical proposition rather than to a population as is the case in statistical 
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generalisation. Critical Realism looks to focus not on how extensive phenomena are but on 
explaining what produces particular states and changes (Sayer 2004). The use of multiple 
comparative cases in which cases differ little except in theoretically significant aspects are 
‘particularly relevant for illuminating the characteristics of generative mechanism’ (Ackroyd 
2004, p.157). Therefore, the cases chosen allow the researcher to postulate mechanisms while 
observing organisations which have differing levels of measurement and differing levels of 
performance. This should allow for a comprehensive analysis and explanation of the 
measurement- performance link and thus achieve the research objectives (see Section 4.2.3, 
page 61). The issue of analytical generalisation also relates to the reliability of case studies 
which is discussed in Section 4.10.8 on page 102. 
  
4.10.7  Research Administration  
 
The case studies were conducted over a period of 16 months from mid- 2014 to late 2015. 
Each case was conducted, analysed and written up independently and the administration of 
each individual case study is described as part of the relevant results chapter (see the 
following Sections: 8.5; page 175; 9.4, page 214; and 10.4, page 238).  
The final number of cases conducted was three. While there is considerable debate on the 
number of cases which are appropriate, Easton (2000, p.214) argues that the disagreement 
over the number of cases and their ability to generalise to the broader population is moot as 
‘one case can create and /or test a theory to the extent that it uncovers reality’. The argument 
that a single case is enough to generalise to a real world that has been uncovered rather than a 
particular population is strongly in keeping with realist philosophy. Harrison & Easton (2004, 
p.196) argue that ‘no universal prescription can be valid’ in terms of the number of cases to 
be undertaken and further assert that the nature of the phenomena, the context and the 
research questions should all be used to determine the number of cases attempted. As with 
many research projects, the constraints of time and the difficulty of access to participants had 
a strong influence on the number of cases undertaken, but the data gathered was sufficient to 
uncover eight different types of mechanism in operation throughout the various case 
properties.  
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Yin (2014, p.147) notes that ‘to explain a phenomenon is to stipulate a presumed set of causal 
links about it, or how or why something happened. The causal links may be complex and 
difficult to measure in any precise manner’. This description of explanation building is 
entirely realist with phenomena occurring due to the presence of underlying causal linkages. 
In the words of Harrison & Easton (2004, p.198) ‘a Critical Realist explanation involves a 
search for generative causality in particular contexts in speculating upon the unobservable 
underlying forces operating within an object’. This explanation can be aided by ‘unpacking 
and describing the contingent causal powers of the objects that brought them about’ (Easton 
2000, p.214). Explanation building is described as occurring in narrative form and the result 
of an iterative process whereby an initial statement (theoretical or explanatory) is proposed, 
case data is compared to the proposed explanation and if required the explanation is revised 
and compared to subsequent case data until a final explanation is derived (Yin 2014). This 
process is retroductive in nature as rival explanations (or theories) will be proposed to explain 
the phenomena and validated or rejected based on case evidence. A brief overview of the case 
analysis will now be presented.   
 
4.10.8  Critical Realist Case Analysis 
 
This section will primarily focus on the analysis of the case data in line with the CR 
methodology introduced in Section 4.10.1 (page 91) and incorporating the actions of 
abduction and retroduction discussed in Section 4.3.4 (page 68). As outlined previously the 
case methodologies employed, particularly the interview, generate data for the 
configurational and normative analysis simultaneously and the analysis of this data is now 
described with the results of the analysis being presented in Chapters 8, 9 & 10 (pages, 171, 
213 & 236). 
The analysis of the data loosely followed the code to theory model for qualitative inquiry 
format advocated by both Miles & Huberman (1994) and Saldana (2009) which progresses 
through various cycles of analysis from an initial coding or classification of data, to category 
development and then proceeds towards the thematic / conceptual and theoretical (Saldana 
2009): see Figure 4.4 on page 103.  
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Data analysis was conducted using the CAQDAS software package NVivo Version 10. 
Initially, the survey data were coded thematically in order to discover the common themes 
and issues present in the data. The initial 14 thematic codes (Absence of measurement, 
Exceeding Standards, Personal Standards, Corporate Standards, Professionalism, Standards, 
Gaming, Local V’s Corporate Measures, Autonomy, Motivation, Resistance to Measurement, 
Measurement & Behaviour, Measurement & Work, and Pre-operational Control) produced at 
this stage were then reduced to describe nine primary causal entities (Individual 
Professionalism, Owners/ NAMA, HotelCorp, Leadership, Autonomy, Incentive Scheme, 
PMS & Work, Technology, & Organisational Stability) which have active or potential 
influence on the measurement performance link at the case property'. These entities were then 
grouped together and re-categorised based on their structural or normative antecedents in line 
with the works of Vincent & Wapshott (2014) described in Chapter 4.10.1 (see page 91)  
 
Figure 4.4:  A Streamlined Code to Theory Model for Qualitative Enquiry  
 
Source: (Saldana 2009, p12) 
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The analysis which was adopted for this research and is illustrated on the next page in Figure 
4.5 (page 105) shows the adapted model for a CR investigation. The process shown in Figure 
4.5 outlines the retroduction from the case data of a single generative mechanism (the 
learning control mechanism at Hotel A, (see Section 8.8.2, page 205) The analysis starts, as 
does the Saldana (2009) model with an initial coding pass over the data to find the primary 
content and essence of the data. In realist terms this first pass was an indication of the 
Empirical: that which was easily observable in the initial data. In the second round of coding 
a conscious effort was made to step into the Actual and uncover those entities which may 
have had causal power and potential. The second cycle of coding allowed for the integration 
of several initial codes into the nine initial causal entities (equivalent to constructs) which 
were discovered to have causal power. The process was repeated for the data relating to Hotel 
B and is detailed in Section 9.7.2, on page 233. A 10
th
 causal entity, which had not previously 
been acknowledged in the data was added during the conduct of the third case study at Hotel 
C (see Sections 10.5, page 238 & 10.5.3, page 246).  
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   Figure 4.5:  The CR analysis from code to explanation     (Adapted from Saldana 2009) 
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It is at this point that the CR model begins to differ from the Saldana (2009) model outlined 
in Figure 4.4 (page 103). The second phase of the CR analysis proceeded to incorporate the 
entity constructs into the categories from Vincent & Wapshott’s (2014) classification of 
causal powers (see Section 4.10.1, page 91) which provided simple rules for the inclusion of 
entities based on their internal or external orientation and their normative or configurational 
influence.  
A third cycle of analysis looked at the interaction of the entity constructs and their impact on 
performance outcomes. It uncovered causal interaction amongst the categories in the Actual. 
From this point the creative process of abduction was employed to postulate a generative 
mechanism which may have been underlying the causal interactions of the Actual which had 
found expression in the first round of data in the Empirical. The abduction process was aided 
by the use of memos between analysis cycles which sought to continually answer the 
question 'why has this event occurred?' The abduction of mechanisms for the cases 
undertaken are presented in Sections 8.8, 9.7 & 10.7 (pages 202, 231 and 256 respectively). 
Having abducted the mechanisms, the retroduction of mechanisms was achieved by the cross-
case analysis which allowed the particular contexts of each causal mechanism to be analysed 
and understood. In this instance the retroduction from the cross-case analysis allowed for a 
movement from the description of a generic mechanism (the control mechanism highlighted 
in Figure 4.5, page 111) to a specific type of control mechanism which was operating in the 
context of a particular hotel property. This allowed the analysis to effectively move from 
three generic mechanisms to eight specific mechanisms. The abductive and retroductive 
processes are described in more detail in Section 11.4 (page 280) 
The following section includes a brief discussion of the merits of using Computer Assisted 
Data Analysis (CAQDAS) and outlines how it contributed to the conduct of the Critical 
Realist Case Analysis described in the previous section.  
 
4.10.9 CAQDAS and the Critical Realist Case Analysis  
 
Whilst the merits and faults of using CAQDAS in the conduct of research have been debated 
in significant detail (Wickham & Woods 2005; García-Horta & Guerra-Ramos 2009) the 
existence of published research into the use of CAQDAS in realist research is sparse with 
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many papers only acknowledging in passing its use as a tool for the management and auditing 
of data. Bergin (2011) is a rare exception whose paper outlines the use of NVivo 8 in a realist 
research exercise. Bringer et al. (2004, p.248) advise that ‘it is imperative that authors explain 
their use of CAQDAS and illustrate that it was used in accordance with their chosen 
methodology’, and in accordance with that instruction a brief outline of the use of NVivo 10 
during the conduct of this research is included. 
The process of retroduction outlined in Figure 4.5 (page 105) above outlined three distinct 
phases of CR analysis. The use of CAQDAS was an integral element of the first two phases 
and played a supportive role in the third phase. In the opening phase of analysis the 
CAQDAS played an important role as a repository for raw data of all types: audio recordings 
and transcripts of interviews; email & telephone conversations; document storage; and 
interviewer notes and impressions. The CAQDAS also allowed for the organisation of this 
data by case property which allowed for easier subsequent individual and cross-case analysis. 
The first coding pass over the data to find the primary content (to establish the Empirical) 
was managed using an open coding format on NVivo and was used to establish the initial 14 
codes relating to the measurement - performance link. Having a searchable database of codes 
and their definitions allowed for these codes to be collapsed into the nine entities with causal 
power (identified in the Actual) which became the basis of the second phase of the analysis. 
Collapsing codes was managed by harnessing the CAQDAS ability to search the responses of 
multiple interviewees simultaneously and recognise the broader themes and entities which 
were influential. Grouping of the nine entities (constructs) into the classifications identified 
by Vincent & Wapshott (2014) was managed manually as it was felt that doing this 
electronically in NVivo would have limited the potential to discover the interactions of 
entities, and great care was taken throughout the analysis to remain open to new entities and 
causal interactions both within and across the cases being investigated.  
The abduction of generative mechanisms from causal interactions was also largely managed 
manually but NVivo was an invaluable tool in assisting the inference to best explanation 
(discussed in Section 4.3.4, page 68) as data could be queried and evidence supporting or 
contradicting the abducted mechanism could be sought. The ability to query the data in this 
manner caused some initial mechanisms to be rejected as supporting evidence was not 
available in the case data. Refining the notion of the harmonising mechanism (see Section 
8.8.3, page 208) benefitted most from this ability to interrogate the relevant data. This 
mechanism went through very many iterations before settling on that which is proposed in 
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this research. The ability to interrogate and search for data to support the abducted 
mechanism allowed the researcher to see ‘the underlying reality through the thick veil which 
hides it’(Easton 2000, p.212), a fundamental tenant of realist investigation (see also Section 
4.10.1, page 91). The final act of retroduction to context was manually managed but once 
again assisted by the ease afforded to CAQDAS uses to interrogate the data across cases.  
In summary, the researcher’s experience of using NVivo 10 for the qualitative data analysis 
of this research was that of a very valuable and important support tool. The software stores 
and manages large amounts of data with ease and offers very powerful search and query 
capability which may be used to great effect in the abduction of mechanisms. The merits and 
weaknesses of using CAQDAS for realist investigation were no different than those reported 
by many researchers (García-Horta & Guerra-Ramos 2009; Davidson & Skinner 2010) with 
the disadvantages relating to the learning curve associated with the software, and technical 
issues. While there were distinct advantages in the management and the structuring of a 
considerable amount of data (particularly for cross case analysis), the ability to easily search 
both transcripts and media simultaneously was highly beneficial, and the most useful 
investigative benefit was the ability to query the existing data in order to test for rival 
explanations during the abduction stage.  
A key advantage of the software noted by Davidson & Skinner (2010) and of particular 
relevance to the part-time researcher is the audit trail left by the software which allows the 
work to be picked up relatively easily after a period of absence. Bringer et al. (2004, p.249) 
comment that ‘if misrepresentation occurs, fault must lie with the researcher not CAQDAS. 
The researcher must still interpret, conceptualize, examine relationships, document decisions 
and develop theory. The computer can assist in these tasks but by no means does the 
computer analyse qualitative data’. The role of CAQDAS in this research was that of a 
support tool which greatly eased the management of data and improved the validity of 
explanations (mechanisms) offered by the analysis. The works of interpretation, 
conceptualisation and explanation development (and its quality) are very much the product of 
the efforts of the researcher.  
Having described the CR analysis undertaken, a remaining matter is to discuss the measures 
taken to assure the quality of the case research which was undertaken and in particular to 
minimise the selective bias (i.e. providing explanations that ignore key data) which can be, 
according to Yin (2014), an issue in case designs where participants are selected for 
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similarity and difference. The issues of validity and reliability relating to the qualitative phase 
of the research are addressed in the following section. 
 
4.10.10  Reliability & Validity 
 
The concepts of validity and reliability and their importance to the research process have 
already been introduced (Section 4.8, page 79, and Section 4.9.6, page 89), the importance of 
these quality tests to case study research will now be examined. The importance of reliability 
and validity is rejected by Thomas (2011, p.71) who claims that the quality of the case 
depends less on ‘sample, validity and reliability and more on the conception, construction and 
conduct of the study’ and argues that validity and reliability are implants from other types of 
research which have no relevance to case study. However, Yin (2012; 2014) argues that 
reliability in a case study context is less about the reproduction of results, but rather the 
replication of process to ensure that errors and biases are minimised. Validity, and in 
particular construct validity, is seen as challenging in case research, as sufficiently 
operationalised sets of measures are difficult to produce and, therefore, can sometimes lead to 
the use of subjective judgements in data collection (Yin 2014). Thomas (2011) asserts that 
because case studies lack probability samples the notion of validity is less meaningful to their 
application. While this debate may seem important to the conduct of cases study other 
authors like Stake (1995) do not deal with the concepts of validity and reliability at all. In 
keeping with the aim of the proposed research methodology the issues of validity and 
reliability in relation to the investigation of the measurement-performance link will now be 
briefly outlined. 
 
A. Construct Validity  
 
Issues pertaining to construct validity for case research usually relate to defining specific 
concepts and then operationalising their measurement. In respect of performance 
measurement and performance outcomes, these concepts are adequately defined in the 
literature (Chapter 3, page 39 & Chapter 5, page 114). Due to the economic imperatives of 
the hotel business, industry wide measures of performance exist or can easily be gleaned 
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from documentary evidence. Also supporting the construct validity associated with the case 
study being undertaken is the quantitative survey previously undertaken which not only 
quantifies participants’ performance in four key sectors (financial, marketing, employee and 
customer) but also enumerates the levels of measurement undertaken as well as how the 
measurement is used in the business. In this context the quantitative investigation increases 
the construct validity through providing an alternative source of evidence of the concepts 
involved, this along with keeping a chain of evidence and having the draft case reviewed by 
participants are suggested by Yin (2014) for improving construct validity and were adopted 
for the case studies reported on in this thesis.  
 
B. Internal Validity  
 
Yin (2014) cautions that internal validity is of particular concern for explanatory case studies 
as there may be issues with the inferences made by investigators:  
‘Basically a case study involves an inference every time an event cannot be directly observed. 
An investigator will infer that a particular event resulted from some earlier occurrence based 
on an interview and documentary evidence collected as part of the case study’ (Yin 2014, 
p.47). 
The question then arises: is the inference correct? Yin (2014) suggests that a research design 
cognisant of this question will help with internal validity. The use of a Critical Realist 
perspective is certainly conducive to solving this problem as the Critical Realist analysis will 
always seek to find the underlying causal mechanism and through the process of retroduction 
(Section 4.3.4, page 68) will seek to explain the phenomena (event) which has occurred. The 
similarity to Yin’s analytic process of ‘addressing rival explanations’ has already been 
discussed (Section 4.10.8, page 102).  
 
C. External Validity 
 
External validity is concerned with how the results of research may be generalised to the 
larger population. This is an important issue in the conduct of case studies and is dealt with in 
Section 4.10.5, (page 97). The design of the case study will be sufficient to result in an 
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analytic generalisation versus a statistical generalisation which is not possible due to the low 
sample size associated with the case study method.  
 
D. Reliability 
 
Reliability in case study research can be assured through the adherence to rigorous 
procedures and the maintenance of accurate documentation. Yin (2014) suggests the use of 
case study protocols and case study databases to facilitate this process. The case study 
protocol has a dual purpose: to detail in advance the procedures and requirements during data 
collection and to provide a roadmap for the researcher which will promote the reliability of 
the research project (Perry 1998). In accordance with Yin’s (2014) specification a detailed 
research protocol was drawn up in advance of the case study pilot test (Section 4.10.5, page 
103) and subsequently reviewed to assure consistency across all cases. A copy of the case 
protocol that was sent to participants in advance of the research undertaking is available in 
Appendix C (page 354). Table 4.4 on page 112 demonstrates that every effort has been made 
to assure the quality of the research. 
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Table 4.4 Validity & Reliability Issues in Proposed Case Study Design 
Quality Test  Incorporated into Case Design  
Construct Validity 1. Concepts have been clearly defined during 
quantitative study phase. Measures of concepts have 
been established during phase one of research and 
through industry standard ratios 
2. In the case study the constructs (entities) derived from 
first order coding are clearly defined and their 
construction from first order coding is clearly 
outlined. 
3. Multiple sources of information will be used during 
case research, both in the individual case study and in 
the adoption of a comparative case methodology  
4. Chain of evidence of case study (open to external 
audit) including the use of CAQDAS software NVivo 
version 10 for initial coding and category creation 
5. Initial case drafts will be reviewed by participants to 
ensure accuracy of reporting. 
 
 
Internal Validity Use of a Critical Realist perspective which seeks explanation 
of phenomena through identification of causal mechanisms 
by retroduction and not traditional causal inference by 
constant conjunction. Appropriate data analysis techniques 
(described in Section 4.10.8, page 102) are employed to 
facilitate abduction and retroduction of generative 
mechanisms. These techniques are applied consistently 
across all case studies.  
 
External Validity  The research design is built to assist the abductive and 
retroductive processes and assist in achieving analytical 
generalisation as outlined in Section 4.10.5 (page 97). 
 
Reliability  1. Detailed research protocols drawn up in advance of 
the case study, reviewed subsequent to the pilot study 
and maintained throughout the conduct of the case 
analysis.  
 
2. A case-study database was maintained using NVivo 
version 10 as well as detailed notes and information 
from every case study conducted and its subsequent 
analysis.  
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4.11  Conclusion  
 
This chapter has attempted to comprehensively set out a philosophically-grounded 
justification for the proposed mixed methods research and outlined the methodologies and 
procedures for the conduct of the research project. Tashakkori & Teddlie (2003) caution that 
researchers undertaking mixed method techniques should seek to explicitly defend the 
approaches they intend to employ. It is hoped that the proceeding pages have achieved this 
goal. The results of the quantitative research phase will be presented in the following two 
chapters (Chapter 6, page 123 and Chapter 7, page 149) with the results of the qualitative 
phase being presented in the subsequent three chapters (Chapters: 8, page 171; 9, page 213; 
and 10, page 236). 
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Chapter 5: The Irish Hotel Sector 
 
5.1  Introduction  
 
The following chapter introduces the unique context within which the relationship between 
performance measurement and performance outcomes in the Irish hotel sector will be 
examined. The chapter details the rise, fall and subsequent resurrection of both the Irish 
economy and the Irish hotel sector since the turn of the 21
st
 Century and briefly sets out the 
background to the unique trading conditions which currently exist in Irish hospitality at the 
time of writing. The purpose of the chapter is to give those unfamiliar with the Irish 
hospitality sector an overview of this specific setting and to orientate the research project in 
its external context.  
 
5.2  The Irish Economy  
 
Ireland is characterised as having a small yet highly open economy. First dubbed the Celtic 
Tiger by a 1994 Morgan Stanley report (Murphy 2000) Ireland’s economic annual growth 
rates from 2000 – 2007 averaged 5.8% for real GDP (Gross Domestic Product) and 5.2% for 
real GNP (Gross National Product) (ERSI 2013). This tremendous growth was accompanied 
by a significant construction boom where property prices grew by a compound annual rate of 
11% between 2000 – 2007 (ERSI 2013). The onset of the global financial crisis precipitated a 
collapse of both the construction and the banking sector in Ireland, facilitating a government 
and IMF (International Monetary Fund) bailout, the estimated cost of which is said to be in 
excess of €70 billion (O’Brien & O’Mahony 2011). The Irish economy entered into a deep 
recession between 2008 – 2011 with real GDP declining by 4.8% annually and real GNP by 
9.5% annually (ERSI 2013), see Figure 5.1 below for a representation of the Irish economy 
boom & bust cycle. The first signs of recovery began in 2011 with positive GDP growth of 
2.6 %, but it was not until the following year that a consistent period of growth was achieved. 
Ireland’s growth, which topped the EU average in 2015 at 7.8% is expected to exceed 4.8% 
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in 2016 (Duffy et al. 2016), and is notably influenced by a strongly performing export sector 
(CSO 2013; 2014; 2016) of which tourism is a significant element.  
 
Figure 5.1 Annual Growth in Real GDP & Real GNP 2000 – 2014.  
 
Source (Aherne 2012; CSO 2016). 
 
 5.3  The Irish Tourism Industry 
 
Tourism is Ireland’s largest indigenous industry and plays a vital role in its economy. The 
sector provided an estimated € 7.3 billion in revenue in 2015, this is equivalent to 3.7% GDP 
or 4.4% GNP (based on 2013 prices), it employs approximately 224,000 people up from 
180,000 in 2011 (Department of Transport Tourism & Sport 2013) and is a significant 
contributor to tax revenues: for every Euro spent on tourism, 24.5 cent is generated in tax 
(Fáilte Ireland 2012c). The global financial recession of 2008 coupled with an internal 
banking and economic crisis, as well as European volatility had significant impacts on the 
tourism sector. After several very difficult years tourism numbers have finally recovered, 
with 2015 setting a new record of 8.6 million visitors (Fáilte Ireland 2016). As can be seen 
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from Table 5.1 below tourism suffered 3 years (2008 – 2010) of steep decline in terms of 
both visitor numbers, down 23% from the record year of 2007 and tourism revenue which 
decreased by 11% (over 4 years to 2011). Tourism recovery has mirrored the Irish economic 
recovery with mild recovery beginning in 2012 and subsequent substantial gains in both 
tourist numbers and revenue, with 2015’s record gains being helped by a weak Euro, making 
Ireland a value-for-money destination.  
 
Table 5.1:  Irish Tourism Numbers and Spending 2007 – 2015:  
 2007 2008 2009 2010 2011 2012 2013 2014 2015  
           
Total Visitors (000) 7,739 7,839 6,927 6,037 6,505 6,517 6,986 7,604 8,643  
Tourism Revenue 
(€ Billion) 
6.45 6.32 5.36 5.16 5.29 5.48 6.01 6.57 7.3
i
  
Source: (CSO 2016), 
i
(Fáilte Ireland 2016) 
 
5.4  The Irish Hotel Sector 
 
The trajectory of growth in the Irish hotel sector closely follows that of the Irish economy: 
between 1997 and 2009 the number of registered hotels grew from 730 to 915 (Bacon 2009), 
a 25% increase. Room stock also increased significantly during this period from 26,400 
rooms in 1996 to 59,965 rooms in 2008: a 127% increase; between 2004 and 2008, 259 new 
hotels added 18,708 additional bedrooms to the existing stock (Bacon 2009; Fáilte Ireland 
2011a). This prodigious credit-fuelled growth in hotel room stock was precipitated by the on-
going construction boom and by generous tax incentives provided by the Irish government 
(Aherne 2012). Unfortunately, overseas demand was weak in the period after 2003 and the 
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sector began to rely on the domestic market which kept occupancy rates steady up until 2007. 
The slowdown in demand caused by the global and Irish economic crises revealed a 
substantial overcapacity in the sector (Bacon 2009) which was to have a disastrous impact on 
profitability. As the market slashed rates to stimulate demand, occupancy, Average Daily 
Rate (ADR), Revenue Per Available Room (RevPAR) and profitability all declined 
significantly in the period 2008 – 2010. As Table 5.2 below demonstrates, at the time of 
writing the sector can be said to have completed its recovery with 2015 profitability 
exceeding that of the market peak in 2007, even though ADR & RevPAR remain slightly 
below record levels. However, the hotel sector recovery is decidedly two-tier, with industry 
performance indicators being driven by significant growth in Dublin and other key urban 
centres, while the recovery is less strongly felt in regional and rural areas (IHF 2012; Crowe 
Horwath 2013).  
 
Table 5.2: Irish Hotel Key Performance Indicators 2007 – 2015.  
 2007 2008 2009 2010 2011 2012 2013 2014 2015 
 ADR € 97.16 88.39 76.90 73.51 72.67 74.72 77.49 82.29 92.15 
Occupancy 
% 
70.3 64.7 60.0 59.7 61.4 63.8 65.9 67.8 71.1 
RevPAR € 68.31 57.19 46.14 43.89 44.62 47.67 51.07 55.79 65.52 
PBIT per 
Available 
Room € 
10,429 7, 960 5,058 4,239 5,220 6,479 7,347 9,201 11,990 
Source: (Horwath Bastow Charleton 2009; Crowe Horwath 2013; 2016) 
 
In tandem with decreases in profitability, another significant issue would become apparent in 
the Irish hotel sector. Property prices in Ireland had been weakening prior to the global 
financial crisis of 2008, but its onset caused severe depression in household as well as 
commercial property prices. In the hotel industry this in turn led to a critical state of 
overleveraging within the sector, where it is estimated that there is in 2012 € 6.7 billion of 
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debt (Aherne 2012). Estimates of the Irish hotel sector’s interest coverage ratio i.e. its ability 
to cover interest payments on outstanding debt, have moved from 3.6 in 2001 to a low of 0.8 
in 2009 before a slight recovery to 0.9 in 2011 (Aherne 2012). Even now in the midst of 
recovery, legacy debt has only reduced by about 15 – 20% (HNN 2015a). Under normal 
market conditions the inability of a business to make sufficient profit and cover debt 
repayments would lead to hotel attrition through insolvency; this in turn might have naturally 
addressed the overcapacity issue in Irish hospitality. However, many insolvent properties 
were to remain open due to the influence of the National Asset Management Agency 
(NAMA) and of foreign banks in the Irish market (see section 5.5, page 119).  
 
Figure 5.2: Irish Hotel Sector Interest Coverage Ratio 2001 – 2011 
 
Source (Aherne 2012) 
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5.5  The National Asset Management Agency and Bank Controlled Assets  
 
When property prices began plummeting during 2007 / 08, the Irish banking sector found 
itself overexposed to impaired property-related debt and the Irish government was forced to 
step in and issue a blanket guarantee of all Irish bank deposits to prevent ‘the immolation of 
Irish banks by under capitalisation’ (Kinsella 2009 p34). The Irish Bank Guarantee Scheme, 
brought into legislation in September 2008, effectively nationalised all of the Republic’s 
banks. The National Asset Management Agency (NAMA) was established in late 2009 as one 
of the initiatives taken by the Irish government to address problems in the banking sector due 
to its excessive exposure to, now significantly devalued, property debt (NAMA 2013). The 
Agency acquired a portfolio of loans worth €74 billion from all of the major Irish banking 
institutions and was tasked with the expressed objective; ‘to obtain the best achievable 
financial return for the State on this portfolio over an expected lifetime of up to 10 years’ 
(NAMA 2013). In transferring the failed loans of Irish banks to NAMA the organisation (and 
the Irish taxpayer) for all intents and purposes gained operating control over significant 
amounts of hotel stock in Ireland (Clancy 2011). The extent of this ownership is difficult to 
judge due to a lack of clarity surrounding precisely what assets NAMA has under 
enforcement (Mayock 2012). The most recent statement by the government on the extent of 
NAMA involvement in the Irish hotel sector notes3 that ‘NAMA advises that its debtors and 
receivers control 121 hotels in Ireland, of which 117 are fully operating ... NAMA has 
exposure to only 13% of the sector’ (Offices of the Houses of the Oireachtas 2012 p 76). 
However, the NAMA chief executive has most recently stated that ‘we have 188 out of 900’ 
hotels in Ireland (Hennessy 2013). Clearly with so much ambiguity over the basic details of 
how many hotels are under enforcement, the role of NAMA is opaque to say the least. Irish 
banks whose loans are not covered by NAMA and foreign banks are also increasingly 
appointing receivers to Irish hotel properties which have significant levels of debt (Irish 
Independent 2011) but remain trading.. Calculating the true involvement of both NAMA and 
foreign-owned banks is very difficult. However, one commentator has posited that 1 in 6 
hotel rooms are controlled by banks & NAMA (approximately 10,000 bedrooms) in Ireland. 
Overall, the analysis claims that NAMA controls 5,396 bedrooms or 54.2% (Namawinelake 
2012b) while the remainder are under the jurisdiction of non-NAMA Irish banks or foreign 
                                                     
3 Response was given by the Minister of Finance Mr Michael Noonan to a written question from 
deputy Michael Healy Ray on by  17
th
 July 2012 
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banks (Namawinelake 2012a). The authors admit that their analysis, derived through 
compilation of receivership & foreclosure data, may understate figures as it relies on positive 
reporting and may inadvertently exclude hotels who have not revealed their dependence on 
banks in their published accounts (Namawinelake 2012a).  
As Ireland’s economy and hotel sector have recovered (approximately 90 properties remain 
in receivership), hotel property values have followed, helped in no small part by a weak Euro 
and increased access to international capital. Seizing on the opportunity to realise positive 
returns for the Irish State, NAMA has, over the past two years, been engaged in a flurry of 
hotel transactions, amounting to just over € 340 million in 2014 (HNN 2015b) and over € 1 
billion in 2015 (McCartney et al. 2016).  
 
5.5.1 Impacts of NAMA & Bank Controlled Hotels  
 
NAMA and the bank-controlled hotels have been repeatedly accused of distorting the hotel 
market by maintaining non-viable hotels in operation which would otherwise have gone into 
liquidation. This strategy of maintaining ‘zombie hotels’ (The Irish Times 2009; Hourihane 
2010; Fahy 2010; Clancy 2011) is being undertaken in the hope of recuperating loan losses 
from the appreciation of asset value over time or to fulfil a requirement of the generous tax 
incentives offered for hotel development which require businesses to stay open for 7 years. 
NAMA’s explicit strategy has been stated as ‘protecting the recoverable value of Irish hotels 
until market conditions improve’ (Comptroller and Auditor General 2012), but they are keen 
to distance themselves from accusations of undue influence on market prices (Thejournal.ie 
2011; McDonagh 2012). The NAMA chief executive has stated that NAMA has been able to 
show the Competition Authority of Ireland that it is not engaged in what was referred to as 
the ‘common complaint of predatory pricing’ (Hennessy 2013). 
While NAMA and the banks insist that they are not negatively impacting the hotel sector, 
research suggests that tourism businesses consider NAMA’s impact to be more pronounced.  
The tourism authority of Ireland, Fáilte Ireland, conducts an annual survey of tourism 
business which seeks to ascertain the most important issues to businesses in the tourism 
sector (including hotels). It is the only general measure of industry sentiment within the 
sector. In 2010 economic conditions were seen as being the most negative influence on 
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tourism performance (17% of 822 respondents) with difficulty competing with cheap hotels 
(10 % respondents - joint second with cost increases) and NAMA and unregistered Bed and 
Breakfast businesses (B&Bs) being cited by 7% of respondents, making it the 4
th
 most 
prominent negative influence on performance (Fáilte Ireland 2010). In 2011 the state of the 
Irish economy was described as the main issue of concern affecting tourism businesses (65% 
of respondents) while low-priced competition and fuel and energy costs (57% of respondents) 
were cited as the second most important issue (Fáilte Ireland 2011b). The 2012 Tourism 
Barometer (Fáilte Ireland 2012b) cites fuel and energy cost and the state of the global 
economy as the most significant issues of concern for businesses (76% of respondents), 
followed by the state of the national economy (66%) and low-priced competition (59%). In 
subsequent research (Fáilte Ireland 2013; 2014) fuel & energy costs have been the primary 
concern of operators with low price competition a close second, until the most recent tourism 
barometer (Fáilte Ireland 2015) which rates low priced competition as the greatest concern 
for operators (45%), other operating costs (43%) and fuel & energy costs (40%) rounding out 
the top three. 
This research would indicate that low-priced competition remains a significant threat within 
the market; the 2011 Tourism Barometer also includes some qualitative interview extracts 
which highlight the fact that industry sources regard NAMA as an unwelcome influence on 
pricing and competition. ‘We have seen room rates plummeting due to NAMA hotels 
offering unsustainable rates. This has had such a detrimental effect on the ordinary 
independent hotel, this cannot be allowed to continue’ (Fáilte Ireland 2011b). ‘As a B&B, 
competing against NAMA financed hotels which will sell rooms at any price to achieve value 
added benefits from the bars and restaurants - the B&B sector is unable to compete’ (Fáilte 
Ireland 2011b). The sentiment is also evident in the 2012 Tourism Barometer, where one 
hotelier states: ‘my hotel is just a small size and I can’t keep up with the prices the larger 
hotels offer’ (Fáilte Ireland 2012b, p.26). The 2013 Tourism Barometer indicates that low-
price competition is still a significant factor even as recovery occurs within the sector, 60% of 
respondents cite it as an area of concern. Although it has now fallen to fourth position behind 
domestic and international concerns and fuel and energy costs (Fáilte Ireland 2013), low-
pricing has re-emerged as of the latest industry research (Fáilte Ireland 2015).  
As the argument over the influence or not of external players in the Irish hotel sector goes 
beyond the remit of this research it is included only for completeness in providing a 
description of the unique trading landscape of Irish hospitality. It is hoped that the preceding 
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description of the particular trading environment which is occurring at the time of this writing 
will provide context and insight into the population which will be studied. 
 
5.6  Research Context  
 
Indeed the challenging competitive environment and the difficult trading conditions in the 
Irish hotel sector are: ‘…driving Irish hotel organisations to be more efficient and 
competitive in meeting the needs of their customers, who are increasingly growing in 
sophistication’ (Melia 2011, p.1). Certainly it was these types of difficult trading conditions 
that Harris & Mongiello (2001) claim caused hotel companies to respond by increasingly 
focusing on performance measurement to achieve competitive advantage. If there is a 
significant relationship between the use of performance measurement and the achievement of 
performance outcomes then an examination of this relationship in the unique context 
currently operating within the Irish hotel sector is both relevant and timely. 
 
5.7  Conclusion 
 
Having established the unique trading conditions currently operating on the Irish hotel sector 
and further underlining the utility of an examination of the measurement / performance 
relationship, the following chapters will present and discuss the results of the initial 
qualitative phase of the research which has been undertaken.  
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Chapter 6: Quantitative Research Results I  
6.1  Introduction: 
 
This Chapter presents the findings of initial primary research undertaken in the form of an 
online questionnaire. The findings of this initial research are presented and some initial 
discussion and analysis are performed and tentative conclusions drawn. 
 
6.2  Research Question and Objectives: 
 
The issues relating to mixed method research questions are discussed in Section 4.2.1 (page 
59) and each phase of research has its own unique question which needs to be resolved. In the 
case of the initial quantitative phase of the research, the question as it relates to the hotel 
sector being investigated is:  
What are the current performance measurement practices? 
 This initial phase of the research has several distinct research objectives which are 
documented in detail in Section 4.2.2 (page 60). The research documented in this chapter is 
the first phase of a sequential quantitative – qualitative explanatory mixed method 
investigation (Creswell & Plano Clark, 2007) into performance measurement in the Irish 
hotel sector (see Section 4.1, page 58, for details). Tashakkori and Creswell (2007) 
acknowledge that it is common for sequential mixed method studies to have differing 
research questions for the differing phases of their research. The goal of this first phase of the 
research is to: establish the current measurement practices of the Irish hotel sector and how 
this is operationalised through the application of an online questionnaire which seeks to 
discover a state of the art of performance measurement for Irish hospitality. Once the state of 
the art has been determined the second phase of the research will go on to further investigate 
the phenomenon of performance measurement in Irish hospitality. 
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6.3 Summary Findings of the Literature Review  
 
A comprehensive review of the literature on performance measurement, with a particular 
focus on the hospitality sector resulted in the following conclusions which merit further 
investigation. 
1. Fundamental questions, such as, whether or not balanced measurement has been 
achieved in the sector have yet to be definitively answered with considerable 
contradictory evidence in the published literature (Section 3.6.1, page 44).  
 
2. The hospitality PM literature has not been able to break away from its Management 
Control (accounting dominated) theoretical beginnings and limited theoretical 
development has occurred over the last 30 years. (Section 3.8, page 51). 
 
3. The importance of understanding the consequences of measurement on organisational 
outcomes (Section 2.6, page 26) has been all but ignored and constitutes one of the 
largest and most fundamental gaps in the hospitality PM literature.  
The research directly addresses this research gap by focusing, through its two phases, on 
explaining the relationship between measurement and performance through the adoption of a 
Critical Realist perspective. The Critical Realist perspective proposed by this research will 
certainly provide a new way of looking at the issue of performance measurement and how it 
is related to the achievement of performance outcomes. It is hoped that this new perspective 
will allow a deeper understanding of the nature of PM to be uncovered.  
 
6.4  Survey Analysis 
 
Basic descriptive analysis was performed on the results in order to better understand the data 
that was accumulated by the research instrument. Following initial analysis a comprehensive 
series of cross-tabulations were performed to test levels of association between data items. 
The Pearson Chi Square test was applied to these cross-tabulations in an effort to assess 
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which associations were of statistical significance. The Chi-square test was adopted due to 
the categorical nature of the data collected by the survey instrument but also as the test will 
indicate whether or not the data are independent of each other. A statistically significant Chi-
square test result will indicate that the variables under consideration have some degree of 
causal relationship. In respect of the Critical Realist analysis being undertaken these data will 
be indications in the Empirical of the occurrences of interactions which occur in the Actual. 
As such the use of Chi-square test is purposive as it will highlight relationships in the 
quantitative data which will be further explored in the qualitative phase of research. The 
consolidation of these data is described in Chapter 11 (page 260) and details relationships 
identified by the Pearson Chi-Square test from the Empirical, through the Actual to the Real; 
see Figure 11.2 (page 269) and Section 11.5 (page 285).  
As the result of the Pearson Chi-square test is inherently non-directional it is sufficient to 
report only whether the variables under investigation have a statistically significant 
association and then to use this relationship as a basis for further investigation in the 
qualitative phase of the research. A full listing of all cross-tabulations performed and Pearson 
Chi-Square results is available in Appendix D (page 360). Included throughout the chapters 
are the results which were found to be statistically significant at the 0.05 level (indicating a 
likelihood of less than 5 in 100 that the results would have appeared by chance). These results 
support the null hypothesis that there is no statistical significance between data item A & data 
item B. 
 
6.4.1  Operation Type & Ownership 
 
This following section will describe the respondent population and is a combination of hotel 
information attained from Fáilte Ireland the Irish Tourism Development Authority and 
responses to relevant survey questions. Table 6.1 (see page 126) details the descriptive results 
of the survey. 
The Irish Hotel sector is frequently referred to as being small in nature and an industry where 
family ownership is predominant (Mehta 2007; Murray 2007). The responses of the sample 
do not contradict those claims and present a picture of a sector that is still largely composed 
of privately owned SMEs. 
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Family owned businesses (57.9%) and sole proprietorship (14.5%) accounted for almost three 
quarters of all respondents (72.4%), with Chain or Consortia properties representing 23.1% of 
the sample. Seven properties reported ‘other ownership’, three of these respondents reporting 
themselves as being in receivership or members of the National Asset Management Agency 
(NAMA) (see Chapter 5.5, page 119). 
 
Table 6.1: Key Characteristics of the Irish Hotel Sector Sample  
Key Characteristics  Per cent % N 
Ownership   159 
 Family Owned 
Consortia 
Group / Chain 
Sole Proprietor 
Other 
57.9 
1.3 
22 
14.5 
4.4 
92 
2 
35 
23 
7 
Star Rating   161 
 1 Star 
2 Star 
3 Star 
4 Star 
5 Star 
2.5 
10.6 
31.7 
46.6 
8.7 
4 
17 
51 
75 
14 
Size    161 
 0 – 10 Rooms 
11 – 50 Rooms 
51 – 150 Rooms 
151+ Rooms 
3.1 
37.9 
45.3 
13.7 
5 
61 
73 
22 
Staff (FTE)   161 
 < 10 Staff Members 
10 – 49 Staff Members 
50 – 249 Staff Members 
250 + Staff Members 
13 
42.2 
43.6 
1.2 
21 
68 
70 
2 
Occupancy   159 
 20 - 39% 
40 - 59% 
60 - 79% 
80 % 
8.2 
32.7 
50.9 
8.2 
13 
52 
81 
13 
Rate   158 
 < €39 
€40 - €59 
€60 - €79 
€80 - €99 
€100 - €119 
€120+ 
1.9 
25.9 
36.1 
20.3 
7 
8.9 
3 
41 
57 
32 
11 
14 
Source: Hotel Survey 
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Staff numbers employed by the respondent hotels indicate that 13% of hotels could be 
regarded as micro-businesses (European Commission 2003) employing fewer than 10 staff 
members, while 42.2% of respondents can be classified as small businesses (from 10 - 49 
staff members). A further 43.5% of respondents employ from 50 - 249 staff members, 
making 98.8% of the entire sample a micro, small or medium sized business under the 
European Commission (2003) definition. Two hotel properties (1.2%) reported employing 
more than 250 staff members, which would make them a large business by the European 
Commission (2003) definition. The dominance of the SME is another commonly reported 
feature of the Irish hotel sector (Mehta, 2007). 
 
6.4.2  Hotel Size, Rate and Occupancy 
 
The mean reported hotel size of the respondents was 87 bedrooms, but there was a significant 
standard deviation (90.72).The majority of the sample (86.3%) has between 10 & 150 rooms, 
with the range of respondent hotel size moving from a minimum of ten rooms to a maximum 
of 774 bedrooms. 
36.1% of the sample reported average rate performance in the €60 - €79 bracket and this 
would appear to be supported by the published national achieved average room rate for the 
Republic of Ireland 2011 of €72.87 (Crowe Horwath 2013). A further 27.3% reported rates of 
between €80 - €120; outperforming the total national average rate (€71.85), the average rate 
for 1
st
 class / 4 star hotels (€71.87) and the average rate for the capital Dublin of €81.01 in the 
financial year 2011 (Crowe-Horwath, 2013). 21% of five star properties reported rates below 
the €120 level, which would appear to imply that they are performing less well than the 
reported national average for that particular hotel class (€128.33). All other five star 
properties reported rates in excess of €120.  
40.9% of respondents claimed Occupancy Performance of less than 59%, with just over half 
of the respondents (50.9%) citing occupancy levels of between 60 & 79%, this would appear 
to follow the pattern reported nationally of an average occupancy of 61.8% and an occupancy 
in the capital of 70.5% (Crowe-Horwath, 2013). 8.2% of respondents reported occupancy in 
excess of 80% which far exceeds any reported occupancy results in the Republic going back 
to 1997, when Ireland’s hotel development boom began (Bacon, 2009). 
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6.4.3  Revenue Performance 
 
In regard to revenue performance the Crowe- Horwath Ireland & Northern Ireland Hotel 
Industry Survey (2012) reports an average revenue increase of 1.6%, between 2010 & 2011. 
This survey finds a total of 44.3% of respondents reporting static or declining revenues in the 
previous 12 months, with 17.7% reporting a decline in revenue of greater than 5%. Improved 
performance was reported by over half of the sample (55.7%) with growth increases of less 
than 5% reported by just under 1 in 3 respondents (30.4%). 1 in 4 of the survey respondents 
reported revenue growth in excess of 5%. 
 
Figure 6.1: Revenue Performance Financial Year 2011 
 
 
Based on the rate occupancy and revenue performance of the sample it would appear that 
operational performance (occupancy & average rate) is largely in line with documented levels 
and that the last year of operation has, from a revenue perspective, been largely positive with 
the majority of the sample maintaining or growing revenues in what is regarded as a tough 
trading environment. 
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6.5  Measures of Association with Demographic Factors 
 
In employing Pearson Chi square analysis one seeks to test whether a relationship exists 
between variables, and whether or not that relationship is the result of chance. This simple 
measure of ‘goodness of fit’ can also be a powerful aid in a Critical Realist analysis as the 
existence of relationships between variables may indicate the existence of underlying 
structures or causal mechanisms (the Actual). The demographic variables chosen to be tested 
(hotel size, hotel star-rating, and ownership) are analogous to the key contingency factors for 
SME performance measurement as outlined by Garengo & Bititci (2007) and also cited by 
Sainaghi (2010b) as being influential to hotel performance. For a more detailed examination 
of the validity issues relating to the survey instrument please see Section 4.9.6 (page 89).  
In examining hotel size as a factor for associations with other data items more than one 
format was used, the purpose of this was to test room size relative to the classifications used 
by the Crowe-Horwath Industry reports (2013) (1- 49 bedrooms, 50 – 99 bedrooms and 100 + 
rooms) and relative to the mean hotel size derived from the survey instrument.  
 
6.5.1  Measures of Association with Hotel Size 
 
In terms of general data gathered by the survey instrument (Questions 1 – 5) strong 
associations were recorded between increasing hotel size and star rating, type of ownership, 
staff equivalent and occupancy level. A more moderate association was recorded between 
increasing hotel size and improvement in revenue performance although when tested around 
the sample mean hotel size this did not register as being statistically significant. Both 
classifications of hotel size employed demonstrated a strongly significant relationship with 
increasing hotel size and the adoption of formal measurement as well as the total number of 
formal measures employed indicating that the sample conforms to the suggestions from 
literature that propensity to measure increases with increasing business size (Garengo & 
Bititci 2007; Jääskeläinen et al. 2012). 
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Table 6.2: Pearson Chi-Square Measures of Association Between Hotel Size & 
Demographic Factors 
Data Association  Horwath Classification  Sample Mean 
Rooms* Star Rating x
2
(8, N=161) = 48.42, p = 
<.001 
x
2
(4, N=161) = 18.33, p = .001 
Rooms* Ownership x
2
(8, N=159) = 43.7, p = <.001 x
2
(4, N=159) = 45.59, p = 
<.001 
Rooms* Location  x
2
(6, N=161) = 23.44, p = .001 x
2
(3, N=161) = 13.26, p = .004 
Rooms* Dublin V’s 
Regions 
x
2
(2, N=161) = 19.98, p = 
<.001 
x
2
(1, N=161) = 11.16, p = .001 
Rooms* Ownership  x
2
(8, N=159) = 43.7, p = <.001 x
2
(4, N=159) = 45.59, p = 
<.001 
Rooms* NAMA x
2
(2, N=161) = 10.42, p = .005 x
2
(1, N=161) = 10.28, p = .001 
Rooms* Staff 
Equivalent 
x
2
(12, N=161) = 68.68, p = 
<.001 
x
2
(6, N=161) = 51.96, p = < 
.001 
Rooms* Occupancy x
2
(6, N=161) = 29.26, p = 
<0.001 
x
2
(4, N=159) = 16.27, p = .001 
Rooms* Revenue 
Performance 
x
2
(8, N=158) = 17.72, p = .023  x
2
(4, N=158) = 9.79, p = .044 
Rooms* Formal 
Measurement 
x
2
(4, N=153) = 18.25, p = .001 x
2
(2, N=153) = 16.67, p = 
<.001 
Rooms* Total Formal 
Measurement 
x
2
(18, N=161) = 48.11, p = 
<.001 
x
2
(9, N=161) = 28.26, p = .001 
 
 
6.5.2  Measures of Association with Hotel Star Rating 
 
The statistically significant Pearson Chi Square results associated with increasing star rating 
offer little in terms of unexpected results. Strongly significant associations were found 
between star rating and numbers of staff employed, occupancy, rate and revenue 
performance. Increasing hotel star rating was also strongly associated with engagement with 
performance measurement and total number of measures employed. The literature suggests 
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that increasing hierarchical structures in hotels lead to a greater propensity for performance 
measurement (Melia & Robinson 2010), therefore, it is no real surprise that more highly-
rated hotels, synonymous with taller management structures, have a greater propensity to 
measure. 
Table 6.3: Pearson Chi-Square Measures of Association Between Star Rating & 
Demographic Factors 
Data Items Pearson Chi-Square 
Star Rating * No. of Rooms  Horwath 
Classification  
Sample Mean 
x
2
(8, N=161) = 48.42, 
p = <.001 
x
2
(4, N=161) = 
18.33, p = .001 
 
Star Rating * Staff Equivalent x
2
(24, N=161) = 89.76, p = <.001 
Star Rating * Occupancy x
2
(12, N=159) = 43.14, p = <.001 
Star Rating * Rate x
2
(20, N=158) = 141.33, p = <.001 
Star Rating * Revenue Performance x
2
(16, N=158) = 43.63, p = <.001 
Star Rating * Formal Measurement x
2
(8, N=153) = 19.94, p = .011 
Star Rating * Total Formal Measurement x
2
(36, N=161) = 64.73, p = .002 
 
 
6.5.3  Measures of Association with Hotel Ownership  
 
Hotel ownership registered strongly significant associations with hotel size, judged both 
relative to the sample mean and to the Horwath classification of hotel size. Significant 
relationships were also recorded between ownership type and the use of formal measurement 
and also the total number of measures employed in the organisation. It can be seen that hotel 
group or chain members are more likely both to engage in measurement and to use higher 
numbers of measures that the other ownership types. A moderate relationship was recorded 
between the ownership type and the number of staff employed. As larger hotels are more 
likely to be chain members these results are unsurprising and are closely linked to those 
reported in Section 6.5.1 (page 129) relating to hotel size.  
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It can be concluded from the above analysis that star rating, unit size and ownership-type all 
have an impact on measurement, albeit to varying degrees. These three key contingent 
variables will be used throughout the rest of the analysis to determine their influence on other 
aspects of the measurement practices of Irish hoteliers. 
As a whole, the sample may be described as highly representative of the Irish hotel sector in 
general with similar levels of ownership structure, rate and occupancy performance to those 
which have been independently reported (Mehta, 2007; Bacon, 2009; Crowe-Horwath, 2013). 
Based on this representativeness it can be concluded that a relationship exists between 
increased occupancy, rate & revenue performance, increased staff numbers and engagement 
with formal measurement and increasing property size, star rating and ownership type in the 
Irish hotel sector.  
 
Table 6.4: Pearson Chi-Square Measures of Association Between Ownership Type & 
Demographic Factors 
Data Item  Pearson Chi-Square  
Ownership * Hotel Size Horwath 
Classification  
Sample Mean 
x
2
(8, N=159) = 43.70, 
p = .001 
x
2
(4, N=159) = 
45.59, p = .001 
 
Ownership * Staff Equivalent x
2
(24, N=159) = 36.84, p = .045 
Ownership * Formal Measurement  x
2
(8, N=152) = 20.94, p = .007 
Ownership * Total Formal Measurement x
2
(36, N=159) = 65.13, p = .002 
 
6.6  Engagement with Measurement in the Irish Hospitality Sector 
 
Having set out the representativeness of the sample and explored some initial relationships 
between demographic factors and performance the study now moves to examine the exact 
nature of the performance activities undertaken by Irish hotels. 
133 
 
The use of Formal measurement was reported by 69.9% of respondents with 17% claiming 
no formal measurement activity and a further 13.1% undertaking only the measurement 
required by statute (regulation). Informal measurement was reported at levels of 93.1%, with 
the remaining respondents claiming no informal measurement undertakings. 
 
Figure 6.2: Engagement with Formal & Informal Measurement 
  
 
Measures of association with engagement in formal measurement produced the second 
largest number of associations between data items: 23 in all. In general terms, engagement 
with formal measurement showed a strong relationship with star rating, ownership type, staff 
levels and occupancy (Table 6.5, page 134) indicating that the higher the star rating, staff 
numbers & occupancy the greater the tendency to formally measure. The strong association 
with ownership also suggests that chain hotel groups are more likely to formally measure 
activities than their independently owned counterparts. A statistically significant, although 
weaker, association was present between formal measurement and rate achieved as well as 
revenue performance in the previous 12 months, the general tendency in this case being 
towards the achievement of a higher rate or improvement of revenue performance being 
associated with a greater propensity for formal measurement. 
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Table 6.5 Pearson Chi-Square Measures of Association Between Formal Measurement 
& Demographic Factors  
Data Items Pearson Chi-Square 
Engagement with Formal Measurement* Star Rating x
2
(8, N=153) = 19.94, p = .011 
Formal Measurement* Ownership x
2
(8, N=152) = 20.94, p = .007 
Formal Measurement* Staff Equivalent x
2
(12, N=153) = 32.97, p = .001 
Formal Measurement* Occupancy x
2
(6, N=151) = 23.31, p = .001 
Formal Measurement* Rate x
2
(10, N=150) = 18.46, p = .048 
Formal Measurement* Revenue Performance x
2
(8, N=150) = 16.52, p = .035 
 Horwath Classification Mean Sample Size 
Formal 
Measurement* 
Size 
x
2
(4, N=153) = 18.25, p = .001 x
2
(2, N=153) = 16.67, p =< .001 
 
Interpreting the data presented above paints a picture of an industry where measurement, both 
formal & informal, is in ascendency; with greater likelihoods of engaging in formal 
measurement to be found in larger chain- or group-managed properties with higher star 
ratings, higher occupancies and larger numbers of staff. Whilst some association can be 
found between improvement in revenue performance and rate achieved and the use of formal 
measurement, its significance is much less than that of the association between measurement 
and hotel size, star rating and ownership. 
 
6.7  Formal Measurement Activity in the Irish Hospitality Sector 
 
As the rates of formal and informal measurement have been determined, the question now 
presents itself as to which activities in particular the hospitality sector is directing its 
measurement focus. An examination of the formal measurement activities of the respondents 
(Figure 6.3 on page 135) reveals that the activity most commonly measured in a formal 
manner is financial performance (87% of respondents) closely followed by customer 
satisfaction (85.1%). Business growth also appears to be a measurement focus amongst 
respondents with 70.2% measurement. Employee performance lags a good deal behind this 
135 
 
figure with a 57.8% reported measurement frequency. Just over half of respondents formally 
measure regulatory requirements (50.9%), with all other categories of activity being formally 
measured by less than half of the sample. Environmental activities are formally measured by 
42.9% of the sample with internal processes and supplier performance rounding out the 
sample with 39.8% and 35.4% respectively. 
 
Figure 6.3: Rates of Formal Measurement by Activity Type  
 
 
 
Pearson Chi–Square testing (see Table 6.6 on page 136) reveals strong associations between 
engagement with formal measurement and the measurement of financial performance, 
customer satisfaction, business growth and employee performance. Also present are strongly 
significant associations with the formal measurement of environmental activities and internal 
processes even though they feature less prominently in the reported measurement activity of 
respondents. A strongly significant association is also present between the use of formal 
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measurement and the total number of formal measures employed, but this type of association 
is to be expected. 
 
Table 6.6: Pearson Chi- Square Measures of Association between Formal Measurement 
& Measurement Activity 
Data Item Pearson Chi – Square 
Formal Measurement* Formal Measurement – 
Financial Performance 
 x
2
(2, N=153) = 22.27, p =< .001 
Formal Measurement* Formal Measurement –Customer 
Satisfaction 
x
2
(2, N=153) = 29.57, p = <.001 
Formal Measurement* Formal Measurement –Business 
Growth 
x
2
(2, N=153) = 12.85, p = .002 
Formal Measurement* Formal Measurement – 
Employee Performance 
x
2
(2, N=153) = 13.04, p = .001 
Formal Measurement* Formal Measurement – 
Environmental Activities 
x
2
(2, N=153) = 20.91, p = <.001 
Formal Measurement* Formal Measurement – Internal 
Processes 
x
2
(2, N=153) = 13.33, p = .001 
Formal Measurement* Total Formal Measurement x
2
(18, N=153) = 51.35, p = <.001 
 
6.7.1  Factors Influencing Measurement Activity 
 
Initial investigations (Section 6.7, page 134) into measurement activity supports contentions 
in the literature (Garengo & Bititci 2007; Sainaghi 2010b) as to the importance of hotel size, 
star rating and ownership in influencing the likelihood of engaging in measurement. To 
further understand the relationship between measurement and these three key factors, cross 
tabulations were performed between size, ownership and star rating and individual formal 
measurement activities to give a fuller description of their influence. The analysis is 
presented in the following sections. 
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Table 6.7: Pearson Chi-Square Measures of Association Between Hotel Size & Formal 
Measurement Activity 
 Horwath Classification Sample Mean 
Rooms* Formal 
Measurement – 
Environmental 
Activities 
x
2
(2, N=161) = 31.47, 
p=<.001 
x
2
(1, N=161) = 25.68, p 
=<.001 
Rooms* Formal 
Measurement – Supplier 
Performance 
x
2
(2, N=161) = 13.67, p 
=.001 
x
2
(1, N=161) = 9.90, p = .002  
Rooms* Formal 
Measurement –Business 
Growth 
x
2
(2, N=161) = 7.23, p = .027 x
2
(1, N=161) = 4.58, p = .032 
Rooms* Formal 
Measurement – 
Regulatory 
Requirements 
x
2
(2, N=161) = 8.89, p= .012 x
2
(1, N=161) = 3.03, p = .082 
Rooms* Formal 
Measurement – Internal 
Processes 
x
2
(2, N=161) = 12.91, p = 
.002 
x
2
(1, N=161) = 7.93, p = .005 
Rooms* Formal 
Measurement – 
Employee Performance 
x
2
(2, N=161) = 19.20, p = 
<.001 
x
2
(1, N=161) = 12.94, p = 
<.001 
Rooms* Formal 
Measurement –
Customer Satisfaction 
x
2
(2, N=161) = 14.08, p = 
.001 
x
2
(1, N=161) = 6.28, p = .012 
Rooms* Formal 
Measurement - 
Financial  
x
2
(2, N=161) = 8.22, p =.016 x
2
(1, N=161) = 6.54, p = .011 
 
Hotel size proved to be the most influential factor in the measurement activity of hotels, 
producing more statistically significant associations than any of the other demographic 
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factors. Strong associations were discovered in terms of the use of formal measurement and 
all formal measurement activities investigated with the exception of the formal measurement 
of business growth which displayed a moderate level of association with increasing hotel size 
(Questions 6 & 7 in the survey). Associations tend to be similar regardless of whether the 
cross tabulation was performed using the Horwath size classification or the mean Hotel size 
classification, with one exception: the Formal measurement of Regulatory Requirements, 
which shows a strong association with increased hotel size under the Horwath Classification 
but is not statistically significant when mean hotel size is used in the cross tabulation. No 
statistically significant results were found between hotel size and informal measurement 
activity. 
 
6.7.2  Ownership Structure & Measurement: 
 
Ownership structure also has an impact on the type of measurement activity engaged in by 
respondents. Strong associations exist between ownership structure and the formal 
measurement of internal processes, employee performance, supplier performance and 
environmental activities, while a more moderate association exists between ownership and 
the formal and informal measurement of business growth. In all categories chain or group 
hotel properties reported the highest levels of measurement, followed by sole proprietors and 
then by family owned establishments. 
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Table 6.8: Pearson Chi-Square Measures of Association Between Ownership & Formal 
Measurement Activity 
 
 
6.7.3  Star Rating & Measurement: 
 
It was not unexpected to find that increasing star rating produced very strong associations 
with the measurement of customer satisfaction and the measurement of employee 
performance. Perhaps slightly more surprisingly were the associations recorded between 
increasing star rating and both the formal (strong association) and the informal (more 
moderate association) measurement of environmental activities, suggesting that this 
measurement area is a priority for the higher-rated establishments in the Irish Hotel Sector. 
 
Data Item Pearson Chi-Square  
Ownership* Formal Measurement – 
Environmental Activities 
X
2
(4, N=159) = 16.23, p = .003 
Ownership* Formal Measurement – Supplier 
Performance 
X
2
(4, N=159) = 19.56, p = .001 
Ownership* Formal Measurement –Business 
Growth 
X
2
(4, N=159) = 11.33, p = .023 
Ownership* Formal Measurement – Internal 
Processes 
X
2
(4, N=159) = 32.75, p = < .001 
Ownership* Formal Measurement – Employee 
Performance 
X
2
(4, N=159) = 21.20, p = < .001 
Ownership* Informal Measurement – Business 
Growth 
X
2
(4, N=158) = 11.56, p = .021 
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Table 6.9: Pearson Chi-Square Measures of Association Between Star Rating and 
Formal Measurement Activities 
 
Data Item Pearson Chi-Square 
Star Rating * Formal Measurement –Customer 
Satisfaction 
x
2
(4, N=161) = 31.27, p = <.001 
Star Rating * Formal Measurement – Employee 
Performance 
x
2
(4, N=161) = 17.03, p = .002 
Star Rating * Formal Measurement – Environmental 
Activities 
x
2
(2, N=153) = 20.91, p = <.001 
Star Rating * Informal Measurement – Environmental 
Activities 
x
2
(4, N=161) = 16.20, p = .003 
 
 
6.8  Informal Measurement Activity in the Irish Hospitality Sector 
 
Informal measurement activity places priority on the traditional non-financial activities of 
customer satisfaction (67.5% of respondents) and employee performance (61.3%), both of 
which are significantly more frequently informally measured than financial performance 
(45%) and a range of other activities with both an internal and external focus. Growth is the 
fourth most informally measured activity (43.1%) followed by the environment (42.5%) and 
supplier activities (41.3%). The least emphasis is placed on the informal measurement of 
internal processes and regulation with 35.6% & 31.9% respectively. 
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Figure 6.4: Rates of Informal Measurement by Activity Type 
 
 
In all, the median reported, number of business activities formally measured was 4.69 with a 
broad SD of 2.1, while the median number of informally measured business activities was 
3.72 with another substantial SD (2.5). The mode or most frequently reported number of both 
formally and informally measured activities was three. As a whole, the measurement activity 
of Irish hospitality could be described as inward-looking, with financial, customer 
satisfaction, employee performance and growth being the cornerstones of both formal and 
informal measurement. Again, the influence of size, star rating and ownership structure can 
be seen to have an influence on the particular measurement activity undertaken by respondent 
hotels. 
 
6.9  Is Measurement in Irish Hospitality Balanced? 
 
One of the bedrock concepts of the performance measurement literature is the need to break 
away from an overreliance on financial measures and move towards a more balanced form of 
measurement (Eccles, 1991; Kaplan & Norton, 1992, 1993; Kennerley & Neely, 2003). As 
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has already been established (Figure 6.3, on page 135) financial performance is the dominant 
activity which is formally measured by Irish hotels, but this finding alone is not conclusive in 
addressing the question of whether or not measurement is balanced in Irish hospitality. 
 
Figure 6.5: Proportion of Financial Measures Used 
 
 
A closer look at the proportion of financial measures used by respondent companies gives a 
stronger indication of the level of balanced measurement amongst the sample. Detailed in 
Figure 6.5 (above) almost two-thirds (64.6%) of respondents assert that 50% or more of their 
measures are financial indicating that the balance advocated throughout performance 
literature is not being realised. Further evidence of the lack of balance in measurement can be 
inferred from the statistically significant association between the use of formal measurement 
and the total proportion of financial measures employed, although this is a weak association 
at x
2
(10, N=150) = 18.53, p = .047. Incorporating the three factors identified throughout this 
analysis as having impact on measurement we can see that ownership structure has no 
significant relationship to the proportion of financial measures used, while hotel size has a 
weak association with increasing financial measures proportion (under the Horwath 
classification, no significant relationship under the sample mean classification). Hotel star 
rating has a strong statistically significant relationship with increasing financial measures 
proportion. Again, it can be surmised from these associations that larger, higher rated hotels 
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tend to use more financial measures, which would fit with the already established 
relationships between hotel size, star rating (and to a lesser extent ownership) and the use of 
measurement. 
 
Table 6.10: Pearson Chi-Square Measures of Association Between Demographic Factors 
& Proportion of Financial Measures 
Data Items Pearson Chi-Square 
Formal Measurement* Financial Measures 
Proportion 
x
2
(10, N=150) = 18.53, p = .047 
Star Rating * Financial Measures Proportion x
2
(20, N=158) = 42.61, p = .002 
 Horwath Classification Sample Mean 
Rooms* Financial Measures Proportion x
2
(10, N=158) = 18.7, p 
= .044 
x
2
(5, N=158) = 
6.93, p = .226 
 
The seeming overreliance on financial measurement by the surveyed hotels may be ascribed 
to the economic conditions under which many companies find themselves currently trading, 
but broader industrial research also indicates that financial measurement is still dominant 
(Neely et al., 2008). This has also been supported by research into hospitality in general 
(Brander Brown & McDonnell, 1995) and Irish hotel measurement in particular (Melia & 
Robinson, 2010). 
 
6.10  Uses of Performance Measures 
 
Having established the extent of measurement activity in the Irish hotel sector and the 
influence of generic contingent factors like business size, ownership and star rating, the 
question of how the measures are used must be addressed. The first factor in determining the 
use of performance measurement is concerned with who uses the measures that are being 
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collected; later sections (see Chapter 7, page 149) will examine levels of trust in 
measurement and whether measures have a strategic or tactical focus. In respect of the 
primary audience for performance measures senior management rate above regional 
managers / owners and general managers (GM) as the most frequent users of performance 
measures. (72% use for senior managers vs. 66.9% use for directors / owners /GMs). The rest 
of the data follow a declining pattern from departmental management (54.1%) to line 
management and supervisors (31.2%) down to employees at 22.3%. This decreasing trend 
has also been reported by Neely et al (2008). 
 
Figure 6.6: Which levels of management use performance measures? 
 
 
 
 
 
 
 
 
 
Cross tabulations produced a moderately significant association between formal measurement 
and the use of measures by directors / owners /GMs and a strongly significant association 
between formal measurement and the use of measures by departmental management. 
The influence of hotel star rating and ownership structure were also considered here and 
strongly significant relationships exist between star rating and the use of measures by owners, 
senior management and departmental managers with a slightly moderate association between 
use of measures and line managers / supervisors. The only association between ownership 
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structure and the use of measures was by the senior management sector, again in terms of 
ownership chain or group properties were most likely to engage in measurement. 
Finally, hotel size was tested and found to have strong statistically significant associations 
with use of measures by senior management & by departmental managers. Use of measures 
by line managers or supervisors was found to be weakly significant under the Horwath (2013) 
classification (with rising room numbers) but had no significance when tested against mean 
sample size (hotels that had either above or below the sample mean number of rooms). 
The purpose of questioning who uses measures is to determine exactly how open a company 
is to the use of measures. The more levels of management engaging with measures the greater 
the openness of the company. This has also been referred to by Neely et al. (2008) as 
advocacy for performance measurement. It would appear that Irish hotel businesses are not 
significantly open to the use of measures outside of senior management or departmental 
management levels with just over one in five (22.3%) of respondent companies sharing 
measurement information with non-managerial staff members.  
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Table 6.11: Pearson Chi-Square Measures of Association Between use of Measurement, 
Formal Measurement and Contingent Factors  
 
Data Item Pearson Chi-Square 
Formal Measurement* Use – 
Director /Owner 
x
2
(2, N=149) = 7.69, p = .021 
Formal Measurement* Use – 
Departmental Managers 
x
2
(2, N=149) = 20.25, p = <.001 
  
Star Rating * Use – Director 
/Owner 
x
2
(4, N=157) = 14.42, p = .006 
Star Rating * Use – Senior 
Management 
x
2
(4, N=157) = 19.55, p = .001 
Star Rating * Use – 
Departmental Managers 
x
2
(4, N=157) = 17.73, p = .001 
Star Rating * Use – Line 
Managers / Supervisors 
x
2
(4, N=157) = 12.37, p = .015 
   
Ownership* Use – Senior 
Management 
x
2
(4, N=156) = 10.44, p = .034 
 Horwath Classification Sample Mean 
Rooms* Use – Senior 
Management 
x2(2, N=157) = 19.75, p = 
<.001 
x2(1, N=157) = 11.62, p = 
.001 
Rooms* Use – 
Departmental Managers 
x2(2, N=157) = 17.55, p = < 
.001 
x2(1, N=157) = 11.69, p = 
.001 
Rooms* Use – Line 
Managers / Supervisors 
x2(2, N=157) = 6.13, p = 
.047 
x2(1, N=157) = 2.68, p = 
.101 
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6.11  Towards a State of the Art of Performance Measurement in the Irish 
Hotel Sector  
 
Based on the data compiled hitherto an initial (and brief) blueprint for the state of the art of 
performance measurement in Irish hospitality may be elucidated. Measurement is engaged 
with widely in the Irish hotel sector, both formally and informally. The measurement that 
does occur within the sector is predominantly financial in nature and it would appear as if the 
Irish hotel sector struggles to achieve the balanced measurement advocated in the literature. 
The locus of measurement is internally focused and seems to predominately concern the big 
four of financial, customer, employee and growth performance. Hotel size, star rating and 
ownership structure have a significant impact on measurement activity with larger, chain or 
group managed properties in the higher star rated sectors being more likely to engage in the 
measurement of performance. The sector may also be described as having a moderate 
openness to the use of measures by its staff, with just over one in five respondents sharing 
performance measurement information with non-managerial staff members.  
The data thus far presented fulfils the requirements of the first research objective providing 
data on the extent and focus of measurement, the data also highlights the issues of balanced 
measurement and the influence of key contingent factors on the measurement activities of 
hotels. The second objective has been partially answered in this chapter, relates to the 
openness of the sector to the use of measurement. Before moving on to the outstanding 
research objectives, an expression of the results so far from a Critical Realist perspective may 
be useful in assessing progress. 
In Critical Realist terms the descriptive statistics discussed in this chapter go some way to 
establishing the Empirical which has been established through the use of a survey instrument 
to record and operationalise observable events such as what is measured in the Irish 
hospitality sector. While the Actual is often described as events or occurrences which are not 
captured in data; the existence of statistically significant relationships hints at their presence. 
The essence of the Pearson Chi-square calculation, which indicates but does not describe the 
nature of the relationship between variables, is indicative that some type of relationships exist 
and these may well be the result of the underlying structures / mechanisms of the Real (which 
will be investigated in phase two of the research project). The Actual indicated by the 
existence of relationships between data variables will become the bedrock of the second 
148 
 
phase of the research process as these relationships are more deeply and contextually 
explored through case study in the hope of describing the Real.  
Chapter 7 (page 149) will now focus more closely on examining the Actual and the existence 
of relationships between measurement and performance, which is a key research objective.  
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 Chapter 7: Quantitative Research Results II 
7.1  Introduction  
 
Chapter 6 set forth an outline state of the art of performance management in the Irish hotel 
sector, which described the industry’s engagement with measurement, the focus of that 
measurement activity and also noted the influence of hotel size, ownership and star rating on 
propensity to measure. In Critical Realist terms Chapter 6 went some way to describing the 
Empirical whilst also highlighting the existence of relationships between variables (the Actual). 
However, this picture is incomplete and requires further description and analysis.  
Chapter 7 will further focus on the Actual, attempting to establish whether a relationship exists 
between measurement and performance. Chapter 7 will also analyse trust levels and openness to 
measurement as well as examining the strategic and tactical emphasis of performance 
measurement in the Irish hotel sector.  
 
7.2  Trust in Measurement  
 
As outlined in Chapter 3.6.1 (page 44) there are repeated findings that measurement in 
hospitality is potentially focused on the 'wrong things' (Brander-Brown & McDonnell 1995; 
Melia & Robinson 2010) leaning too frequently on financially derived lagging indicators. As 
well as assessing the strategic and tactical use of measurement by the sample the research also 
set out to establish whether or not managers had any trust in the ability of their existing 
measurement activity to impact on performance and whether they felt the measurement deployed 
reflected their actual performance. Respondents were asked to rate on a scale of 1 (strongly 
disagree) to 5 (strongly agree) their agreement or disagreement with a range of statements 
designed to establish the level of trust associated with performance measures (survey Question 
13). Statements sought to test levels of agreement with issues relating to whether or not mangers 
felt that measurement had an influence on performance improvement, whether or not 
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measurement delivered insight, whether or not they believed the data that they used for 
measurement was accurate. And whether or not they believed that the measures used by the 
organisation were trustworthy (see Table 7.1 Page 151).  The reliability of the constructs was 
tested using Cronbach’s alpha and results were as follows: 
Constructs relating to trust in performance measurement (6 items) assessed in question 13 
produced α = .858 all items appearing to have a good internal consistency. A reliability test was 
also carried out on the four items relating to overall performance, namely: customer satisfaction 
performance; employee satisfaction performance; market share performance; and financial 
performance. These four scale items produced an alpha of α = .735 which would have been 
slightly improved by the removal of the employee satisfaction performance measure, which 
would have caused an increase of .006. Again, no changes were made to the scales used in the 
final questionnaire. Field (2006) notes that Cronbach alpha scores of between 0.7 and 0.8 
indicate that scales are consistently measuring constructs. Therefore, the measurement of trust 
and usage of measurement can be considered to be reasonable.  
The direct link between performance measurement and performance improvement was most 
strongly supported amongst respondents (see Table 7.1, page 151), with a mean of 4.09 but a 
slightly wider standard deviation (SD) than for other statements (0.81). This question, while 
receiving strong support from respondents with 83% agreeing or strongly agreeing, also 
produced the largest non-committal response with 13% of respondents neither agreeing nor 
disagreeing that measurement directly impacts performance improvement.  
Two statements produced very similar mean and SD results; the statement relating to the 
measurement demonstrating a direct relationship between business activities and performance 
had the second highest mean level of agreement (4.06) and low SD (0.61), while the statement 
that measures used by the organisation were trustworthy was also widely supported with a mean 
of 4.06 and a slightly larger SD of 0.64.  
The mean result, for agreement with the statement that the measurements employed by 
organisations delivered insight, was generally positive (4.05) with a relatively low Standard 
Deviation (SD) of 0.64.  
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Table 7.1: Levels of Respondents Trust in Measurement  
Statement  Mean  Standard 
Deviation 
Description  N  
Measurement leads 
directly to improved 
performance 
4.09 0.806 83.7% Agree or Strongly Agree, 
13.5% Neither Agree nor Disagree, 
2.8% Disagree or Strongly Disagree 
with this statement 
141 
Measurement 
demonstrates direct 
relationships between 
business activities and 
business performance 
4.06 0.609 89.3% Agree or Strongly Agree, 9.3% 
Neither Agree nor Disagree, 1.4% 
Disagree or Strongly Disagree with 
this statement 
140 
The measures used by the 
organisation are 
trustworthy 
4.06 0.643 87.1% Agree or Strongly Agree, 
11.4% Neither Agree nor Disagree, 
1.4% Disagree or Strongly Disagree 
with this statement 
140 
The measures used by the 
Organisation deliver 
insight 
4.05 0.638 88.6% Agree or Strongly Agree, 9.3% 
Neither Agree nor Disagree, 2.1% 
Disagree or Strongly Disagree with 
this statement 
140 
The measures used by the 
organisation are based on 
good data 
3.99 0. 638 85.8% Agree or Strongly 
Agree,12.1% Neither Agree nor 
Disagree, 2.1% Disagree or Strongly 
Disagree with this statement 
141 
The measures used by the 
organisation reflect its 
strategic direction  
3.93 0.753 82.2% Agree or Strongly Agree, 
12.8% Neither Agree nor disagree , 
4.9% Strongly disagree with statement 
141 
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Scoring slightly less well with a mean of 3.99 and an SD of 0.64 was the statement that the 
measures employed by the organisation were based on good data, although this result is still 
largely positive.  
Showing the least levels of agreement is the statement that performance measures reflected an 
organisation’s strategic direction. The resultant mean of 3.93 and slightly broader SD of 0.75 
indicate a broader spread of opinion - while remaining largely positive - in fact, this question has 
the largest level of disagreement or strong disagreement of all of the questions posed at 4.9%.  
Collectively, the responses would indicate a strongly positive support for the statements used 
with limited dissenting opinion being expressed. Standard Deviations range from a low of 0.61 to 
a high of 0.81 while means range between 3.93 & 4.09. Non-committal responses (neither agree 
nor disagree) are in the region of 10% for all statements, reaching highs of 12.8% and 13.5% in 
regard to measures reflecting strategic direction and measures directly improving performance 
respectively. In general it might be reasonable to conclude that there is a certain level of trust 
amongst the sample in the measurement that they are using.  
To further examine the relationship between these trust statements and perceived performance a 
range of cross tabulations were performed and Pearson Chi-Square calculations determined (see 
Table 7.2 on page 162). The statistically significant results are displayed below and demonstrate 
that there is a strong association between the statement ‘measures used by the organisations are 
trustworthy’ and both perceived financial performance and perceived market share performance. 
Also, the statement ‘measurement is based on good data’ produces a moderate association with 
perceived market share performance. 
As can be seen from this analysis there are certain limited circumstances under which 
associations between measures of trust and perceived performance do exist. This would indicate 
that those that strongly believe in the trustworthiness of data see its connection to financial 
performance and market share performance, this would be reflective of the high rate of financial 
and customer orientated measurement established in Section 6.3 (page 124). Whether or not the 
wrong things are being measured, it is appropriate to state that respondents have a degree of trust 
that their measurement is related to their performance outcomes.  
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Table 7.2: Measures of Association Between Levels of Trust and Perceived Performance  
Data Items  Pearson Chi-Square 
The Measures used by the organisation are trustworthy* 
Financial Performance 
X
2
(16, N=138) = 45.86, p= <.001 
The Measures used by the organisation are trustworthy* 
Market Share Performance 
X
2
(12, N=140) = 29.62, p= .003 
The Measures produced in the organisation are based on 
good data* Market Share Performance 
X
2
(12, N=141) = 22.22, p= .035 
 
 
7.3  Tactical & Strategic Focus in Performance Measurement    
  
The earliest of the balanced measurement literature advocates the importance of the alignment of 
strategy and measurement (Kaplan & Norton, 1992, 1993). However, more recent research by 
Neely et al. (2008) asserts that measurement in reality is still a largely tactical endeavour. In 
order to determine the relative focus of Irish hotel companies in terms of strategic or tactical 
measurement respondents were asked to rate their agreement on a scale of 1 (strongly disagree) 
to 5 (strongly agree) in relation to statements about their use of performance measures. The 
statements reflect either a strategic performance measurement or a tactical performance 
measurement focus (Question 12). The questions relating to tactical focus concentrate on the use 
of measurement for performance assessment, compensation and rewards as well as aligning 
employee behaviour, improving operational efficiency and financial control. The strategically 
focused statements relate to the use of measurement for strategy validation, external reporting, 
strategic planning and strategic decision making.  
The reliability of constructs relating to the strategic use of measurement (four items) and tactical 
use of measurement (five items) assessed in question 13 was measured using Cronbach’s alpha. 
Cronbach’s alpha for the strategic measurement items was α = .801. All scale items appear to be 
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worthy of inclusion and the greatest increase in alpha would be from removing the statement 
relating to the use of measures for external reporting; removal of this item would increase alpha 
by .026. However, due to the small increase and the exploratory nature of the instrument all scale 
items were left in the final questionnaire. The scale items relating to the tactical use of 
measurement (four items) produced an alpha of α = .745. This alpha would have been slightly 
improved by the removal of the statement relating to performance measures being used for 
compensation and reward; removal of this item would increase the alpha by 0.015. No items 
were removed from the final survey instrument.  
 
7.3.1  Tactical Performance Measurement 
 
The use of performance measures for performance assessment was widely supported with a 
mean of 3.91 and a Standard Deviation (SD) of 0.75, in all just over 80% agreed or strongly 
agreed with the use of performance measures for performance assessment. Less broadly 
supported were the use of performance measures for compensation and reward and aligning 
employee behaviours. The former had a mean of 3.37 with a broader SD of 0.97 while the latter 
had a mean of 3.51 with an SD of 0.86. In the case of measures used for compensation there was 
a strongly neutral (neither agree nor disagree) response of almost 30%, combined with a 
significant negative (disagree or strongly disagree) response of just under 18%. A similar attitude 
was reported in relation to aligning employee behaviours with a strong neutral response (33.6%) 
and negative response of 8.4%.  
The use of measures to improve operational efficiency and for financial control had a stronger 
positive response with a mean of 4.23 around a narrow SD of 0.69 for operational efficiency and 
a mean of 4.33 with an SD of 0.7 for financial control. The respondent profile for both of these 
was very similar with over 92% of respondents agreeing or strongly agreeing with the statements 
examined. Overall, the support for the tactical focus of respondents can be judged to be mixed, 
with a strong support for financial and operational control measures, with broader differences of 
opinion in relation to the use of measures to align employee behaviour and compensation (see 
Table 7.3 on page 155).  
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 Table 7.3: Agreement with Statements Relating to Tactical use of PM  
Statement Mean  SD Comment N 
Performance 
Measures are used 
for Financial 
Control 
4.33 0.702 92.9% Agree or Strongly Agree,5% 
Neither Agree nor Disagree, 2.1% 
Disagree or Strongly Disagree with this 
statement 
141 
Performance 
Measures are used 
to Improve 
Operational 
Efficiency 
4.23 
 
0.690 92.2% Agree or Strongly Agree, 6.4% 
Neither Agree nor Disagree, 1.4% Strongly 
Disagree with this statement 
141 
Performance 
Measures Are used 
for Performance 
Assessment 
3.91 0.752 80.3% Agree or Strongly Agree, 16.2% 
Neither Agree nor Disagree, 3.5% 
Disagree or Strongly Disagree with this 
statement 
142 
Performance 
Measures are used 
for Aligning 
Employee 
Behaviours 
3.51 0.858 58.1% Agree or Strongly Agree, 33.6% 
Neither Agree nor Disagree, 8.4% 
Disagree or Strongly Disagree with this 
statement 
143 
Performance 
Measures are used 
for compensation & 
Reward 
3.37 0.967 52.5% % Agree or Strongly Agree, 29.8% 
Neither Agree nor Disagree, 17.8% 
Disagree or Strongly Disagree with this 
statement 
141 
 
In attempting to establish an association between tactical performance measurement and 
perceived performance, cross tabulations were completed and produced mixed results which 
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displayed little in common with the support given to various statements in the previous analysis. 
For example, agreement with the statement that measures are used for compensation and reward 
produced the lowest mean agreement amongst respondents. However, it registered strongly 
statistically significant associations with perceived performance in the market share and 
employee satisfaction categories and a more moderate association in the perceived financial 
performance category. 
 
Table 7.4: Pearson Chi-Square Measurement of Association Between Tactical 
Measurement Focus and Perceived Performance 
Data Items  Pearson Chi-Square  
 Performance Measures are used to Improve Operational 
Efficiency* Financial Performance 
X
2
(12, N=138) = 21.26, p= .047 
 
 Performance Measures are used for Aligning Employee 
Behaviours* Employee Satisfaction  
X
2
(20, N=141) = 32.98, p= .034 
 Performance Measures are used for Compensation & 
Reward* Market Share Performance 
X
2
(12, N=140) = 38.72, p= <.001 
 Performance Measures are used for Compensation & 
Reward* Financial Performance 
X
2
(16, N=138) = 29.46, p= .021 
 Performance Measures are used for Compensation & 
Reward* Employee Satisfaction  
X
2
(20, N=139) = 45.74, p= .001 
 
This would seem to indicate that those who are in greater agreement with this statement perceive 
their organisation as performing better than its competition. Similarly, use of measures for the 
alignment of employee behaviours was the second least popular statement in the previous 
analysis but registered a moderate association with perceived employee satisfaction performance. 
Lastly, the use of performance measures to improve operational efficiency registered a weak 
association with perceived financial performance, while being the second most popular statement 
in the previous analysis.  
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These convoluted results would appear to indicate that Irish hoteliers agree most fervently with 
the statements which show no association with perceived performance while those that have the 
strongest association with results are held in lower regard. This would seem to indicate that 
although there appears to be a high regard for the tactical use of performance measures the focus 
may not be yielding positive performance results. Indeed these results could also be interpreted 
to support the previously noted assertion that hoteliers are measuring the wrong things (Atkinson 
& Brander-Brown 2001). 
 
 7.3.2  Strategic Performance Measurement  
 
In terms of strategic focus the results were also mixed with stronger support for the use of 
measures for strategic planning and decision making as opposed to strategy validation and 
reporting. 
The use of measures for strategic planning had a mean of 4.08 with an SD of 0.78 signifying 
relatively strong support for the statement. Measurement as a means to improve strategic 
decision-making had a mean of 4.11 with an SD of 0.72, again indicating strong support for the 
statement. The use of PM to validate strategy was less broadly supported with a mean of 3.88 
and an SD of 0.76. This result was largely influenced by the one in five respondents (20.7%) 
who expressed a neutral opinion on this statement. The use of measures for external reporting 
was also less strongly supported with a mean of 3.59 and a larger SD of 0.91; there was both a 
large neutral response to this statement (29.3%) as well as a significant negative response (12.1% 
disagreeing or strongly disagreeing with the statement) (see Table 7.5, page 158).  
In terms of the strategic use of measures and their association with perceived performance, there 
is a reversal in the perplexing trend seen (Section 7.3.1, page 154) between tactical measures and 
performance. In regard to the strategic use of measures and their association with performance, 
associations exist with the most popular of statements. There is a strong association, for example, 
between the use of measures to improve decision-making and perceived financial performance, 
(see Table 7.5, page 158), and the use of measures for strategic planning registers a weak 
association with perceived market share performance. It would appear in the case of strategic 
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measurement that the most highly regarded of the statements are also those that have an 
association with perceived performance.  
Table 7.5: Agreement with Statements Relating to the Strategic use of PM 
Statement Mean  Standard 
Deviation 
Comment N 
Performance 
Measures are 
used to Improve 
Strategic 
Decision 
Making 
4.11 0.723 88.8% Agree or Strongly Agree, 8.4% 
Neither Agree nor Disagree, 2.8% 
Disagree or Strongly Disagree with this 
statement 
143 
Performance 
Measures are 
used for 
Strategic 
Planning 
4.08 0.775 87.9% Agree or Strongly Agree, 7.1% 
Neither Agree nor Disagree, 5% Disagree 
or Strongly Disagree with this statement 
141 
Performance 
Measures are 
used for 
Validating 
Strategy 
3.88 0.763 75.7% Agree or Strongly Agree, 20.7% 
Neither Agree nor Disagree, 3.6% 
Disagree or Strongly Disagree with this 
statement 
140 
Performance 
Measures are 
used for 
External 
Reporting 
3.59 0.913 58.6% Agree or Strongly Agree, 29.3% 
Neither Agree nor Disagree, 12.1% 
Disagree or Strongly Disagree with this 
statement 
140 
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Table 7.6: Pearson Chi-Square Measures of Association Between Strategic Measurement 
Focus & Perceived Performance 
Data Item  Pearson Chi-Square 
Performance Measures are used to improve Strategic 
Decision Making* Financial Performance 
X
2
(16, N=140) = 37.23, p= .002 
 
 Performance Measures are used for Strategic Planning * 
Market Share Performance 
X
2
(12, N=140) = 21.21, p= .047 
 
It is difficult to compare the tactical versus strategic focus of organisations based on the 
statements examined; it would appear that the use of measures for some tactical elements are 
strongly favoured (financial and operational control) while others are less so (compensation and 
reward). Similarly, the strategic focus of organisations has a clear planning and decision-making 
focus, while the use of measures for other elements is less sustained (validation and reporting). 
What would appear to be lacking is a widespread knowledge of the association between certain 
elements of tactical measurement and perceived performance, with respondents seeming to focus 
less on the tactical measures that impact perceived performance. This problem does not appear to 
be as prominent with regard to strategic measurement with respondents seeming to focus on the 
strategic measures which have an association with perceived performance.  
 
7.4  Perceived Performance  
 
Great care has been taken throughout this thesis in the use of the term ‘perceived performance’ 
when relating respondent-reported performance compared to their competitive set. The 
intentional use of this phraseology highlights the difficulties when dealing with self-reported 
performance, namely:  
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1. In reporting performance against competition, the assumption is made that respondents 
are acutely aware of which other businesses are in their competitive set. This may not 
always be the case.  
 
2. The assumption is also made that respondents are aware of how their competition are 
performing; again this cannot be reliably verified, indeed two respondents stated that they 
did not compare to competition as they did not have access to data. 
 
3. Stated performance is extremely difficult to verify. The performance information of 
companies is not always publicly accessible and that which is tends to be financial in 
nature only and so does not give a complete performance picture.  
 
Taking these assumptions into consideration the survey sought to determine the level of 
perceived performance of organisations relative to their competition under four categories: 
market share; employee satisfaction; customer satisfaction; and financial performance. The 
relationship of the key demographic factors identified in Chapter 6 (page 123), namely hotel size, 
star rating and ownership were cross tabulated against perceived performance to determine the 
existence of any statistically significant relationships (Section 7.6, page 167). The number of 
measures used was also cross tabulated with perceived performance to determine whether the 
number of measures employed by respondents appeared to have an impact on performance 
(Section 7.5, page 165).  
In general a distinct confidence bias exists in terms of reported performance, with most 
respondents reporting that they are performing better or significantly better than their 
competition. Neely et al. (2008) call this phenomenon the perception gap, which is caused by 
companies’ overt internal focus and lack of external benchmarking. Certainly, the levels of 
perceived performance being reported would seem to contradict widespread reports both 
anecdotal and research-based of a weak Irish hotel sector (Bacon 2009; Ahearne, 2012; Crowe-
Horwath, 2013).  
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7.4.1  Market Share Performance  
 
In market share terms only 5.6 % of companies reported worse performance than their 
competition with 35.7% citing equal performance and 58.9% of respondents reporting better 
(49%), or significantly better (9.8%) than the competition. In all over 94% of respondents claim 
to be doing as well if not better than the competition.  
 
Figure 7.1: Perceived Market Share Performance 
 
 
7.4.2  Customer Satisfaction Performance  
 
Even more impressive perceived performance is reported in relation to customer satisfaction 
compared to competition with a 97.9% of respondents reporting equal or superior performance to 
that of their competition. 15.6% claimed to be significantly better in customer service while 
49.6% claimed better performance; approximately one third of respondents (32.6%) claimed that 
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their performance was equal to that of the competition. One respondent did answer that they 
were unaware of what their competition’s customer satisfaction was, so they could not compare.  
 
Figure 7.2: Perceived Customer Satisfaction Performance 
 
 
7.4.3 Financial Performance  
 
Perceived financial performance is also reported as being extremely strong, with 8.5% of 
respondents reporting significantly better performance while 41.8% report better or equal 42.6% 
performance to that of their competition. Again, less than 5% claim worse performance (4.3%) 
with no respondent reporting significantly worse performance in their competitive set. Three 
respondents claimed they did not have sufficient information about their competition to judge, 
two respondents highlighted the differences in terms of facilities offered, size of property and 
therefore financial outcomes between themselves and their competition while one respondent 
claimed to be the best financially performing hotel but noted poor trip advisor review scores.  
 
0 10 20 30 40 50
Significantly Worse
Worse
Equal
Better
Significantly Better
0 
1.4% 
32.6% 
49.6% 
15.6% 
Percentage Response  
Perceived Customer Satisfaction 
Performance 
n = 141 
163 
 
Figure 7.3: Perceived Financial Performance 
 
 
7.4.4  Employee Satisfaction Performance  
 
Employee satisfaction showed the most significant negative perceived performance of all 
categories with 8.4% of respondents reporting worse (7.7%) or significantly worse (0.7%) than 
their competition. This was balanced by a strongly positive reported performance with 5.6% 
claiming significantly better employee satisfaction while better and equal satisfaction scored 
45.8% and 38% respectively. Overall, 89.4% of respondents claimed equal or better performance 
than their competition. Two respondents noted that they could not compare to competition as 
they had no access to data, while one respondent did not measure employee satisfaction at all, 
while another only measured turnover.  
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Figure 7.4: Perceived Employee Satisfaction Performance  
 
 
As noted previously, the existence of a clear confidence bias is evident with all respondents 
reporting high levels of performance above that of their competition. The ranking of equal or 
better performance, as a percentage of total respondents, are listed on page 165 and demonstrate 
a clear bias towards positive reporting, which may not reflect actual market conditions.  
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Table 7.7: Reported Levels of Equal or Superior Performance by Activity  
Performance Activity Reporting of Equal or superior performance 
relative to competition. 
Customer Satisfaction Performance 97.8% 
Market Share Performance 94.5% 
Financial Performance 92.9% 
Employee Satisfaction 89.4% 
 
7.5  Measurement Levels and Perceived Performance 
 
Attempts have been made through the use of Pearson Chi-square analysis to investigate 
associations between trust and perceived performance (Section 7.2, page 149) and tactical or 
strategic focus and perceived performance (Section 7.3, page 153), both of which were required 
by the initial research objectives. The final research objective seeks to examine the potential 
relationship between the use of measurement and the perceived performance of hotel companies. 
Although a causal relationship cannot be established with the data that is available, the existence 
of an association between levels of measurement and perceived performance can certainly be 
determined through cross tabulation of data. In CR terms the existence of a relationship equates 
to the Actual (those events or occurrences which exist or have the potential to exist based on the 
underlying structures and mechanisms of the Real). In an attempt to describe this association the 
numbers of measures used by respondents was counted and cross tabulated with perceived 
performance as established by Questions 14 – 17 of the survey instrument. Three categories were 
cross tabulated with perceived performance. 
a) Total Formal Measurement – the number of formal measurement activities reported by 
respondent organisations.  
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b) Total Informal Measurement – the number of informal measurement activities reported 
by respondent organisations  
 
c) Total Combined Measurement – the total number of measurement activities, formal and 
informal reported by respondent organisations (category a + category b) 
 
The results presented in Table 7.8 (below) demonstrate a significant relationship between the 
total number of formal measures and increasing levels of perceived performance in both 
financial and market share classifications and a moderate association between the total numbers 
of informal measures adopted and perceived employee satisfaction.  
 
Table 7.8: Pearson Chi-Square Measures of Association Between Total Measurement and 
Perceived Performance 
Data Items  Pearson Chi- Square  
Total Formal Measurement * Market Share 
Performance 
x
2
(27, N=143) = 48.66, p = .006 
Total Formal Measurement * Financial 
Performance 
x
2
(36, N=141) = 56.50, p = .016 
Total Informal Measurement * Employee 
Satisfaction  
x
2
(4, N=142) = 64.32, p = .031 
 
 
The total combined measurement category comprising of the total of both formal and informal 
measures used does not achieve a statistically significant result which would indicate the 
presence of a relationship with any of the perceived performance categories.  
In short, it can be surmised that the greater the level of informal measurement the stronger the 
perceived employee performance reported, and the greater the levels of formal measurement the 
greater the market share and financial performance is perceived to be. Although a statistical 
167 
 
relationship exists it cannot be concluded that the presence of formal (or informal) measurement 
causes the improved performance to occur. It may be that those organisations which put more 
faith in the act of measurement report a more positive level of performance. In Critical Realist 
terms the statistical relationship may indicate an underlying causal interaction (the Actual) which 
is resulting in the observed result (the Empirical). Further investigation, in the qualitative phase 
of the research, will probe more deeply in to this Actual relationship and attempt to uncover the 
Real.  
 
7.6  Other Factors Impacting Perceived Performance  
 
As has already been noted in Chapter 6 (page 123) the size, star rating and, in certain instances, 
the ownership structure of a hotel property have a significant impact on the likelihood of using 
performance measurement. These factors were cross tabulated with respondents’ perceived 
performance to determine whether they were also associated with reported performance; the 
results are presented in Table 7.9 on page 168. 
Star rating, ownership and hotel size all have an impact on perceived market share performance 
which is expected as the majority of large four and five star hotels, many of which are group-
owned operate in the Irish capital and thus have exposure to larger markets than their 
competitors outside of Dublin. Ownership structure, star rating and hotel size all appear to have 
an association with financial performance; again this is not unexpected as previous analysis 
(Section 6.7, page 134) indicates that these factors have a strong association with rate, occupancy 
& revenue performance. 
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Table 7.9: Pearson - Chi Square Measures of Association Between Demographic Factors & 
Performance  
Data Item  Pearson Chi- Square  
Star Rating * Market Share 
Performance 
X
2
(12, N=143) = 25.65, p= .012 
 
Star Rating * Financial 
Performance 
X
2
(16, N=141) = 26.41, p= .049 
 
Ownership * Market Share 
Performance  
x
2
(12, N=142) = 43.11, p = <.001 
Ownership * Financial 
Performance  
x
2
(16, N=140) = 31.83, p = .011 
 Horwath Classification  Sample Mean  
Rooms * Market Share 
Performance  
X
2
(6, N=143) = 23.79, p= 
.001 
X
2
(3, N=143) = 13.54, p= 
.004 
Rooms * Financial 
Performance 
X
2
(8, N=141) = 19.49, p= 
.012 
X
2
(4, N=141) = 17.91, p= 
.001 
 
 
7.7  Conclusion  
 
Chapter 6 concluded with a description of the performance measurement landscape of the Irish 
hotel sector. Chapter 7 sought to deepen this understanding of measurement and attempted to 
examine the presence of relationships between measurement and performance. The results of the 
analysis undertaken in Chapter 7 allow for a deeper understanding of measurement in the Irish 
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hotel sector and an exploration of relationships between measurement and performance. From a 
Critical Realist perspective Chapter 7 demonstrated the move from the realm of the Empirical 
towards the realm of the Actual. 
Chapter 7 also sought to answer the outstanding research questions with regard to discovering: 
levels of trust in measurement; the strategic or tactical focus of measurement; and most 
importantly, discovering links between the use of performance measurement and the 
achievement of performance outcomes. The key conclusions of these research objectives are now 
presented. 
There is significant trust amongst Irish hoteliers in the measurement activity that they are 
undertaking. There is strong confidence that measurement is both trustworthy and based on good 
data. This confidence also emerges as a strongly significant association between levels of trust in 
measurement and respondents’ perceived financial and market performance, indicating that those 
who place their trust in measurement perceive that they are reaping the performance rewards.  
Despite strong levels of trust in measurement, there is an implication from the data that hoteliers 
are not always measuring the items which have the most significant impact on their performance. 
The notion that hoteliers are measuring the wrong things, or measuring without causal 
knowledge is not new in the literature and certainly seems to be indicated by the survey results. 
The use of measurement for compensation and reward, for example, demonstrates associations 
with market share, employee satisfaction and financial performance but was not strongly 
supported by respondents. Conversely, the use of measurement for aligning employee behaviours 
and operational efficiencies is favoured by respondents, but only registers weak associations with 
employee satisfaction and financial performance respectively. While tactical measurement may 
seem to be aimed in the wrong direction, strategic measurement seems to be focusing on the 
areas which have a statistical association with performance outcomes, in particular the focus of 
hoteliers on measurement for decision-making and its relationship to perceived financial 
performance is noteworthy. Whether Irish hoteliers use measurement predominantly for strategic 
or tactical use is difficult to determine but it can be noted that tactical measurements favour 
financial and operational control while strategic measurements favour planning and decision 
making.  
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Another factor that becomes apparent is that a distinct confidence bias exists in regard to 
reported performance as it is measured in the instrument (see Section 7.4, page 159). Almost 
universally, respondents report that they are equal to or outperforming their competition in all 
four areas examined (financial, customer satisfaction, employee satisfaction and market share 
performance). This type of confidence bias has been reported in international performance 
measurement research and may indicate that Irish hoteliers have a distinct internal focus in their 
measurement and also a lack of external benchmarking.  
Finally, there is a strong relationship between the number of measures used by an organisation 
and their perceived market share and financial performance, as well as a moderate relationship 
between the use of informal measurement and employee satisfaction. These relationships equate 
to the Actual in CR and will be further explored in the second research phase. What is also of 
interest to the qualitative enquiry is the non-existence of relationships, the Actual being 
described as that which exists or has the potential to exist depending on the underlying 
mechanisms of the Real. The obvious (reported) relationships will be the starting point for phase 
two investigation but the qualitative phase will attempt to uncover mechanisms which may or 
may not be acting in individual circumstances.  
In summary, the Irish hotel sector measures actively, with an internal focus on four key elements 
of financial, customer, employee and growth performance. Hotel size, star rating and ownership 
structure have a significant impact on propensity to measure. There are high levels of trust 
amongst hoteliers in their measurement activities, but evidence suggests that they are not actively 
measuring those items that are most strongly associated with performance outcomes. 
Measurement is by no means balanced in the industry, which would appear to be a step back 
from the progress reported in the research of the early 2000s. Finally, the Irish hotel sector shares 
in the internationally documented tendency (Neely et al. 2008) to over-report performance. 
Having fully analysed and reported on the quantitative phase of the research the research now 
moves on to the reporting of the second phase of the research undertaking, the qualitative case 
study.  
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Chapter 8:   Qualitative Research Results: Case 1 
 
8.1 Introduction  
 
The following chapters present the findings of the primary case study research, involving hotel 
properties in the Republic of Ireland. The case studies reported here form the qualitative phase of 
the Sequential, Quantitative – Qualitative Explanatory Mixed Method investigation into the 
measurement performance link which is detailed in Section 4.7 (page 74). The first phase of the 
research establishes several correlations between the use of measurement and the achievement of 
performance outcomes (see Sections: 7.4, page 159; and 7.5, page 165), in Critical Realist terms 
it established the Empirical. What follows is the second stage of the research project which seeks 
to uncover both the Actual and the Real in order to further provide a Critical Realist explanation 
of the link between measurement and performance. 
The methodology chosen for the latter phase of the research undertaking is a case study 
methodology. Three cases were selected and the results of the case examinations are detailed in 
Chapters 8, 9 & 10 (pages 171, 213 & 236) with a case consolidation presented in Chapter 11 
(page 260). The process of case selection is described in Section 4.10.6 (page 99), but may be 
briefly summarised as follows: the initial case hotel was selected for convenience and due to its 
position as a consistently excellent performer in the HotelCorp portfolio, the second property 
was chosen for similarity and the third property for difference. The factor that changed across the 
cases was that of performance outcomes, with Hotel A being a consistently excellent performer, 
Hotel B being classified as a developing property which has improved performance considerably 
in the last few years and Hotel C is regarded as a turnaround property which has recovered from 
historically poor performance. The measurement systems and standards remain relatively 
constant across all of the case properties.  
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8.2 Research Question and Objectives  
 
Having established statistical associations between measurement and performance achievement 
the second phase of the research project went on to examine the qualitative mixed methods 
research question:  
How does performance measurement impact on the achievement of performance 
outcomes? 
 
The secondary phase of the research had several distinct research objectives:  
1. To understand and explain the nature of the relationship between the use of PM and the 
achievement of performance outcomes, to elucidate the Actual. 
2. To ascertain the underlying causal structures or mechanisms which exist and influence 
the relationship between PM and outcomes; the Real. 
3. To attempt to explain how and why measurement impacts on performance outcomes.  
4. To contribute to furthering knowledge about the impact of performance measurement on 
performance outcomes.  
In order to achieve these research objectives a high performing hotel property was selected for 
examination through case study methodology. A high performing hotel property is conducive to 
a Critical Realist case analysis as its performance achievements are easily verified (the 
Empirical) and therefore can be more easily tracked backwards through their causal powers (the 
Actual) to the positing of the underlying mechanisms (the Real) which generate them. Bourne et 
al. (2013) have defined a high performing business as one which meets at least two of the 
following criteria: profitable; growing; and business award-winning. All of these factors were 
considered in the selection of the initial case which will be henceforth referred to as Hotel A. 
While it might be argued that the vast majority of hotels in Ireland are currently in a post-
recession growth phase (see Section 5.4, page 116), consistency of performance achievement 
was also a factor considered in the selection of the case property.  
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8.2.1  A Note on Causal Interactions  
 
The following case studies will make frequent reference to the causal properties of entities or structures 
within the participant hotels. The Critical Realist understanding of causation has been outlined previously 
in Section 4.3.2 (page 66) and it is this version of causation that is being articulated in the following 
sections. CR's interpretation of causation is that mechanisms are responsible for the interaction of entities 
which have an impact that is observable, and has more in line with Lincoln & Guba's (1985, p.151) 
interpretation of 'everything influences everything else rather' than a regularity of occurrence in the data 
as proposed by Hume (Maxwell 2004). Despite the seemingly positivist language the phrase 'causal', used 
here is that of the CR interpretation.  
In this research CR causation looks to explain by the postulation of a mechanism in the Real, through the 
interaction of entities and structures in the Actual (these are reached via the interpretations of the 
individuals being interviewed) which have an impact on the Empirical (which were determined by 
quantitative means). In this research project the Empirical has been asserted through quantitative means 
(see Chapters 4, 6 & 7, pages 58, 123 & 149) and the Actual through qualitative means (see Chapters 4, 8, 
9 &10, pages 58, 171, 213, & 236) 
  
8.3  Case Context: Hotel A  
 
Hotel A is a large (>250 bedrooms) four star hotel property located in the centre of a major city 
in the west of Ireland. The property opened at the turn of the 21
st
 Century and has been operated 
under the HotelCorp brand name since the outset. Hotel A is one of a portfolio operating in 
Ireland and internationally by HotelCorp, which owns and manages properties in over 100 
countries and is running the property under a management contract.  
The property has been a stalwart performer since its opening and promptly became the market 
leader in terms of both average rate and RevPAR for its city and region, a position it has 
maintained consistently. The hotel is also routinely ranked as:  
 'the largest revenue generating property in the Irish HotelCorp portfolio'.  
     (Cluster Revenue Manager with Responsibility for Hotel A.) 
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Hotel A is also the most profitable hotel property outside of the Irish Capital. Although not 
immune to the recent difficulties of trading in the Irish economy the hotel has retained its 
premium position in its market and continues to lead the city and indeed the wider locality in rate 
& RevPAR, consistently setting the performance standard for the region and also performing 
slightly ahead of rates and RevPAR achieved in the Capital, see Figure 8.1 below. Hotel A is 
also a multiple award-winning property, being recognised locally, nationally and within its 
parent company for the achievements of individual managers, the property itself, and 
achievements in marketing, in community relations, and environmental best practice.  
 
Figure 8.1:  Hotel A Rate and RevPAR Performance vs. National Averages 2007 to 2014 
 
 
8.4 The Performance Measurement System (PMS) Employed at Hotel A  
 
The hotel company’s performance management system is detailed and multifaceted and would 
be classified under the Franco-Santos et al. (2012) typology as a Type D Contemporary 
Performance Measurement system (CPM) which is composed of both financial and non-financial 
performance measures implicitly or explicitly linked to organisational strategy and which are 
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used to inform decision making, evaluate organisational and managerial performance as well as 
influencing monetary rewards.  
The strategic, and consequently measurement focus, of HotelCorp is based around the four 
pillars of revenue and financial performance; property owner & shareholder satisfaction; 
customer focus; and the organisation’s employees. Each hotel property measures performance 
comprehensively, both financial and non-financial, in order to glean performance feedback and 
inform decision-making. The measurement activities of the hotel are very closely aligned to the 
strategic locus of the brand and a comprehensive array of measurement is deployed in every 
similarly branded hotel property across the entire hotel company. The PMS described in detail in 
Appendix E (page 402) is implemented in two of the participant case hotels while the final case 
hotel uses a partial version.  
 
8.5 Administration of Case Study & Case Analysis  
 
Data were collected as outlined in Section 4.10.7 (page 101). Approximately eight hours of 
formal semi-structured interviews were conducted with managers at all levels of the 
organisation, a quality audit and floor walk through (four hours) was observed and significant 
documentary analysis of items available in the public domain as well as internal documentation 
of the performance of the case hotel were examined. Subsequent data, which were used for 
clarification and expositional purposes, were also collected from e-mail and telephone 
conversations with interview participants after the site visits. The purpose of secondary questions 
was to clarify statements in light of initial analysis undertaken, for example, the concept of 
gaming measures (see Section 8.7.2, page 190) was more deeply discussed as its importance 
came to light after primary analysis rather than as part of the initial interviews conducted. The 
management of Hotel A were at all times extremely obliging and provided data wherever 
possible and in a timely manner.   
The data were analysed in three distinct phases (see also Section 4.10.8, page 102).  Phase one 
sought to describe the entities at Hotel A which possess causal powers and potentials; phase two 
examined the interaction of these entities in the context of Hotel A's day to day operations. 
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Finally, phase three abducted potential causal mechanisms which are underlying the interactions 
being examined. Table 8.1 below highlights how each research phase corresponds to a particular 
domain of the Critical Realist examination. See Table 8.1 below.  
 
Table 8.1: Critical Realist Domains and Corresponding Research Phase  
Critical Realist 
Domain Examined  
Empirical  Actual  Real  
Research Phase  Phase One: Identify 
entities with causal 
powers / liability or 
potential causal 
power. 
Phase Two: Describe 
interactions of the 
entities and the 
interactions of their 
causal powers / 
liabilities. 
Phase Three: Abduct 
mechanisms which 
underpin the 
interactions of causal 
powers / liabilities  
 
 
8.6  Analysis Phase One: Uncovering the Entities with Causal Power  
 
The initial analysis of the case data seeks to describe the entities which have causal power or 
liability to impact on the institutional mechanism of measurement and contribute to (power), or 
detract from (liability) the achievement of performance outcomes. In this instance nine key 
entities were revealed in the data and they are organised below by their structural or normative 
influence.  
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8.6.1 Entities with Downward Configurational Causal Influence: 
 
1. HotelCorp (Code: HotelCorp)  
 
The entity whose power to influence measurement is most frequently acknowledged in the data 
is HotelCorp. HotelCorp’s causal power lies in its setting of the standards and targets which are 
to be achieved and its use of measurement to provide performance feedback (monitor behaviour) 
and also to ensure outcome (incentivised targets). Decisions made at head office are 
disseminated through the organisational structure by way of the targets set through the 
measurement systems used by the organisation. Therefore, the formal structure of the 
organisation dovetails with the performance measurement system of Hotel A, where targets are 
set at HotelCorp head office and filter through regional management, to the general manager 
who assigns targets to unit managers in accordance with brand standards or local needs. 
For example, HotelCorp has a comprehensive list of brand standards based on cleanliness, 
property condition and the application of particular brand requirements, which form the basis for 
a quality score at each individual property. A minimum quality score is mandated at group level 
and all regional and individual properties must meet this requirement. However, there is scope at 
the individual property level to influence how this standard is met. Responsibility for the 
cleanliness score or the property condition score can be apportioned to an individual or group of 
managers or departments as the property general manager sees fit. This allocation of 
measurement allows for a degree of property-based influence on how the group standards are to 
be achieved. Nevertheless, the individual properties have little or no say on what the standards 
are: this causal power resides with HotelCorp. Figure 8.2 (page 178) presents a graphical 
representation of the downward causal power of target and standard setting and the role of 
measurement as a feedback loop. 
178 
 
Figure 8.2: The Downward Causal Influence of HotelCorp. 
 
Source: Author  
 
2. Owners & NAMA (Code: Owners & NAMA) 
 
The extent of the power of a hotel property owner to impact on organisational measurement and 
performance is dictated by the terms of the management contract agreement between the owners 
and hotel operators. However, in the Irish market the influence of the National Asset 
Management Agency (NAMA – described in Section 5.5, page 119) complicates the relationship 
between owners and operators. The physical property on which Hotel A operates is owned by an 
individual developer whose property-related loans are currently under the control of NAMA. 
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Therefore, Hotel A provides an opportunity to examine the causal potentials of both entities. In 
respect of NAMA the hotel has, in the words of its general manager, ‘zero interaction’ with the 
agency. Typically, NAMA are not disposed to interfere in properties whose performance is 
considered satisfactory, so Hotel A’s performance, even during the turbulent 2008 – 2012 years, 
was sufficient to keep NAMA from being an influence. This is in stark contrast to other hotel 
properties across Ireland where NAMA took an active role in performance management with the 
appointment of receivers or sale of property to new owners. The owners of the hotel property do 
not participate actively in the day to day measurement activity or target setting at Hotel A, so 
their potential causal power may be said to be dormant. However, as Section 8.7.6 (page 200) 
demonstrates, owners do possess significant structural influence when they choose to exercise it.  
 
3. Impact of Technology on Measurement (Code: Technology)  
 
A technologically-driven measurement system brings with it many of the advantages of 
digitisation: including ease of access; and alacrity of response. Since the hotel’s opening the 
substance of measurement has not changed substantially, but its execution has become 
increasingly influenced by technology. Customers can provide electronic feedback 
instantaneously and other feedback processes have also been speeded up considerably. 
Spreadsheets that once might have taken hours or days to compile are now delivered almost 
immediately. Whilst many of the respondent operations managers express frustration that 
increased levels of reporting take them away from their work, this potential liability is far 
exceeded by the significant causal influence of technology on performance. The effective 
automation of financial measurement and customer feedback has allowed management to detect 
and respond to potential problems much more quickly.  
 ‘You’re not firefighting … you are reacting before the situation occurs, so if there is a 
gap in the month that you are in or we see that for example … we have nothing in for January so 
then you would go out to your conference organisers and all the people you would contact’.  
        (Financial Manager, Hotel A) 
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Technology-driven feedback has also resulted in the delegation of the management control 
function further down the organisational structure which allows senior managers to adopt a more 
strategic and analytical role, particularly in the areas of financial control and revenue 
management. These changes are strongly associated with positive performance outcomes. The 
process of devolving responsibility for pre-operational control is discussed in Section 8.7.3 
(page, 193) and effectively demonstrates how technology has significantly altered 
responsibilities within the existing reporting structure of Hotel A. 
 
8.6.2 Entities with Downward Normative Causal Influence 
  
1. The Measurement System’s Impact on Working Behaviour (Code: PMS & Work) 
 
The measurement system is itself an entity which has the ability to influence its users and one of 
the most striking features of the measurement and feedback systems used by HotelCorp is their 
impact on the everyday working behaviour of the staff of Hotel A. Feedback from and reporting 
to the PMS regularly dictates the conduct of the working day, with most managers admitting that 
checking the guest satisfaction management system is one of the first actions of their day: 
 'there could also be guest complaints in the room that are valid; that we should have a) 
spotted & b) we can action immediately'. 
        (Facilities Manager, Hotel A)  
 
 'Yeah, so if a bad report comes in, it would be sent on: “what’s the story?”. I want to see 
your action plan, address the retraining if necessary etc. etc. and take it from there’'. 
        (Cluster Revenue, Manager Hotel A)  
 
In effect, PMS feedback is a downward normative cause as it is either generated by external 
parties, through the audit process, or influenced by customers. This feedback then directly 
impacts upon the work of employees and managers. Although customers take an active role in 
the co-production of service, their grading of experience through the PMS, can be regarded as an 
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external influence on the subsequent behaviour and action of management and staff at Hotel A. 
What is clear is that measurement provides a formal feedback loop which generates management 
action to remove or resolve the issues which have been raised. The impact of measurement 
systems on working behaviours and the widespread use of technology for measurement combine 
to have a compelling impact on Hotel A’s performance and will be described in Section 8.7.3 
(page 193).  
 
2. Incentive Scheme (Code: Incentive Scheme)  
 
The incentive scheme (described in Appendix E, page 402) is an entity which figures largely in 
the minds of some managers and less so in the minds of others. The causal power of the 
company incentive scheme to influence behaviour and outcome is largely dependent on the 
acceptance of incentivised targets by managers and this is in turn influenced strongly by 
managers’ level of input in the setting of targets. Hotel A’s managers seem, on balance, to be 
happy with challenging yet fair performance targets which stretch individuals to achieve and sit 
well with their own personal motivation and desire to perform. However, performance goals 
which are set externally (by HotelCorp) are sometimes regarded as being; ‘silly’, ‘unfair’, 
‘contradicting’ and ‘impractical’ mostly due to the lack of input that unit managers have in their 
design. Internally, (General Manager) set performance targets are more favourably perceived by 
managers as participants feel that there is an element of consultation and negotiation associated 
with these targets which is absent from the external goals which are frequently described in 
terms of being thrust upon managers without their significant input. The operationalisation of 
these powers is described in Section 8.7.5 (page 197). 
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8.6.3 Entities with Upward Configurational Causal Influence 
 
1. Leadership Team (Code: Ops & GM) 
 
The operations and general managers at Hotel A exhibit their causal influence on measurement 
within the organisation through their informal division of responsibility. The general manager 
takes overall responsibility for the performance of Hotel A but concentrates on the analysis of 
performance and the strategic direction of the property, while the operations manager is the 
linchpin for all matters relating to measurement and auditing of quality, guest satisfaction, 
productivity and health and safety, with all unit managers reporting to her in these areas.  
 
 ‘I would be more analyst absolutely, for my end, cause I have an operations manager. 
Her role is more the day to day management of the operation whereas my role is more long 
term’.  
        (General Manager, Hotel A)  
 
This property level distribution of responsibility allows management to have considerable 
influence on employee buy-in around targets and combating resistance to new measurement 
initiatives. These causal powers are frequently evident at Hotel A and described in Section 8.7.2 
(page 190).  
 
2. Stability (Code: Stability)  
 
There is a significant stability of tenure within Hotel A: the management team have an average 
length of service of over six and a half years (mean 6.7) and most of the senior managers have 
held positions at the company for just under ten years (mean 9.9). 
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[On Stability of Management Team Influencing Performance] 
 'Well it does and it doesn’t, I mean it depends on the person to a large extent, I mean if 
the person is here, like myself, for fourteen years, is happy to be here for that length of time … 
you have to kind of keep yourself refreshed and reskilled. So I think most of the people that are 
here a long time are of that attitude, and it does add stability to the hotel itself. So that the other 
positions that do change, and change regularly, when they do change it’s not as big an upheaval, 
cause there is still like the stability there'.  
       (Human Resources, Manager Hotel A)  
 
The causal power of organisational stability demonstrates itself positively through managers’ 
belief that they know their role and can ‘get the job done’ without need for monitoring; this 
attitude also has a negative side which presents itself as resistance to measurement initiatives and 
will be described in Section 8.7.2 (page 190).  
 
8.6.4 Entities with Upward Normative Causal Influence 
 
1. Autonomy (Code: Autonomy) 
 
A culture of autonomy is very noticeable at Hotel A with a great deal of emphasis placed on both 
managers’ and staff members’ responsibility for the quality of their performance outcomes. In 
respect of the management team, measurement systems are used to set goals and feedback on 
performance while the incentive scheme encourages the achievement of outcomes. At Hotel A 
what is most evident is that management ensure that individuals are given relative latitude in the 
achievement of these outcomes. Managers are more likely to discuss either individual or team 
‘responsibility’ in regards to managing their departments and achieving outcomes and see 
measurement as a key function of this responsibility.
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 'Collectively then they work as a team, but they are all very much stand alone as well in 
that they are responsible for their revenues, they are responsible for their costs. So it’s like 
running your own business and that’s what we try to encourage because if it’s your own, you 
take different responsibility for it as opposed to if it’s just, if you are part of the hotel' 
        (General Manager, Hotel A) 
 
 This suggests that an autonomous culture is very deeply ingrained at this hotel property. What 
the management of Hotel A delivers is a motivated and responsible workforce focused on 
achieving positive performance outcomes, both for their own benefit and that of the property.  
 
2. Individual Professionalism (Code: Professionalism)  
 
It is evident from the data that managers at Hotel A are highly motivated and professional 
individuals. The case provides frequent examples of managers going above and beyond the 
standard required of them, of setting goals for themselves in excess of the incentive targets set 
out in their reward schemes.  
 'If you have to score five. If I just put in my head to score five, I will probably score three 
or four maximum. If I put into my head I have to score ten at least five will come up and then 
whatever else is good. But at least it’s that one it will come up; I try to put very high goals in my 
head'  
        (Outlets Manager, Hotel A)  
 
There is also an air of considerable pride associated with working at Hotel A, all of the 
management team are aware of the property’s excellent performance record and position as 
market leader and they are also keenly aware, through measurement feedback, just how they 
personally contribute to the overall success of the property. This knowledge in itself sets up a 
type of virtuous circle, where the continued success of the property inspires the individual 
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managers to do more and to advance Hotel A’s reputation and status in the market. A brief 
summary of the powers and potentials uncovered by the case data is presented in Table 8.2 on 
page 186. 
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Table 8.2:  The Powers & Potentials of the Entities Uncovered in the Case Data 
Entity Category Power 
(Potential) 
 Liability 
(Potential) 
Causal Influence Strength of 
Causal Power 
 
HotelCorp DS Standards setting and 
enforcement. / Measurement 
initiatives. / Target setting. 
  Operationalise strategy through measurement. 
Determine performance achievement 
High 
(Persistently 
Exercised) 
Owners / NAMA DS Veto of HotelCorp changes  Potential to be 
involved in day-
to-day of business 
Retention of performing talent & reporting structures High 
(Limited Use) 
Technology DS Devolution of control function 
down the organisational structure 
to functional managers 
 Taking managers 
‘away from their 
work’ 
Pre-operational control. 
Proactive problem solving. 
Analysis & forecasting function. 
High 
PMS DN Sets direction of daily work. 
Feedback controls the 
prioritisation of operational action 
 Taking managers 
‘away from their 
work’ 
Dictates workflow. 
Proactive problem solving. 
High 
Incentive DN Motivates by rewarding targeted 
behaviour 
 Lack of buy-in of 
incentivised 
targets 
Determines behaviour & prioritises actions when 
judged to be equitable 
Medium 
Leadership Team US Secure buy-in to measurement 
culture. 
  Significant influence on measurement buy-in of team, 
acceptance of measurement & targets. 
High 
 
Organisational 
Stability 
US Organisational knowledge & 
ability to perform 
 Feel they know 
performance 
better than 
HotelCorp 
Resistance to measurement seen as being unfairly 
enforced from above without negotiation. 
 
Medium 
Autonomy UN Creation of culture of 
responsibility for performance 
achievement. 
 Individual / 
functional 
performance 
prioritised 
Performance focused management team 
 
High 
(Persistently 
Exercised) 
Professionalism UN Motivation and focus on 
achievement 
  Highly motivated, performance -obsessed management 
team. Attempting to go beyond the standard is 
commonplace 
Medium 
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This section presented a brief description of the powers and liabilities associated with nine important 
entities identified during the case analysis. The powers or potentials which entities may possess do 
not usually operate in a vacuum and while it is vital to identify the powers and liabilities at play, it is 
in their everyday interaction that their true causal influence can be uncovered. Performance emerges 
from the interaction of structural and normative powers and potentials and these and a selection of 
these interactions are described in the following section.  
The second phase of the case analysis seeks to further examine the Actual by describing the 
interaction of casual powers and potentials which have an influence on the measurement - 
performance link at the case property. Five interactions in particular were discovered in the 
data and will be described in detail in the following section. 
 
8.7 Analysis Phase 2: Interaction of Entities which Generate Performance  
 
The second phase of the case analysis seeks to further examine the Actual by describing the 
interaction of casual powers and potentials which have an influence on the measurement - 
performance link at the case property. A categorisation scheme for the casual interactions is 
now proposed and is summarised briefly below in Table 8.3. The proposed categorisation 
scheme will be used to present the five interactions which were discovered in the data and 
which will be described in detail in the following sections.  
 
Table 8.3: General Categorisation of Causal Interactions 
Heterogeneous 
Interactions  
 
- Antagonistic Causal powers of differing orientation moving in opposing 
directions 
- Sympathetic Causal powers of differing orientation moving in the same 
direction 
Homogenous Interactions  
- Co-Directional Causal powers of similar orientation moving in the same 
direction 
- Contra-Directional Causal powers of similar orientation moving in opposing 
directions 
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8.7.1 Persistently Exercised Powers 
 
The Emergent Critical Realist perspective suggests that powers are switched on and off 
depending on context and the interactions of entities. However, in the case of Hotel A there 
are some entities whose causal powers appear to be persistently switched on and are 
operating in the background. This type of omnipresent causal influence can sometimes be 
difficult to extract directly but when one attempts to formally describe the interactions of 
mechanisms and their causal power then the ubiquitous presence of some causal powers 
becomes obvious. The data from Hotel A indicates that two entities with significant structural 
causal powers are always being exercised. 
 
 A) HotelCorp (Structural Influence) 
 
HotelCorp’s influence on measurement is a constant presence at Hotel A. The Hotel 
performs within the framework of standards and brand requirements which are dictated by 
head office, purchasing and maintenance standards and contracts are mandated at group level, 
and even the health and safety standards are those of the parent organisation. HotelCorp casts 
a large shadow on the daily activity of measurement and performance and is so ingrained for 
many staff members that its influence is not even comment-worthy. Management have a 
clearer view of the distinction between HotelCorp and Hotel A but the lines are frequently 
blurred. It is broadly accepted that the standards and practices of HotelCorp are influential on 
hotel performance; it is also understood that the Hotel might not perform as well if the 
measurement requirements, standards and audits of HotelCorp were not available: 
 
 'If you didn’t have certain audits maybe things wouldn’t be done so I think it puts on a 
wee bit of pressure to get it done'.  
       (Outlets Manager, Hotel A)  
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 'I don’t think anybody would have anything to aim for then. If it was just a free for all 
every day of the week; do what you want, when you want, how you want, couldn’t see that 
working really'. 
       (Human Resources Manager, Hotel A)  
  
 
 B) Autonomy (Normative Influence) 
 
An autonomous culture is very evident in Hotel A with a great deal of emphasis placed on 
both managers’ and staff members’ responsibility for the quality of performance outcomes. In 
respect of management the PMS and the incentive scheme are used to set goals and ensure 
the achievement of outcomes.  
 'If you are employed to do a job, you are let do the job. If you are employed to run the 
restaurant, you’re let run the restaurant. You are not micro-managed, and that’s where the 
individual key performance goals come from. Collectively then they work as a team, but they 
are all very much stand alone as well, in that they are responsible for their revenues, they are 
responsible for their costs. So it’s like running your own business and that’s what we try to 
encourage because if it’s your own, you take different responsibility for it as opposed to if it’s 
just if you are part of the hotel. So responsibility in that sense, is very important, plus it's part 
of their development'. 
        (General Manager, Hotel A)  
 
The concept of individual responsibility for performance outcomes is repeatedly emphasised 
in the descriptions of the interactions of causal powers in the following sections and the 
autonomous culture of Hotel A may be seen to particularly impact the power of 
professionalism which is often switched on to fulfil the demands of being responsible for 
one’s own performance i.e. managers choose to behave in a certain way to maximise 
achievement as per their organisational responsibility to perform.  
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8.7.2 The Interaction of Technology, the PMS and Professionalism 
 
A key contributor to the overall performance of Hotel A is the interaction between the causal 
powers of three of the entities identified in the data. These entities are technology, the 
measurement system of the hotel and the professionalism of the hotel employees. None of 
these entities have the power to generate performance in and of themselves but it is through 
their combination that evidence of a significant impact on the measurement-performance link 
at Hotel A emerges. This interaction is an example of an antagonistic heterogeneous 
interaction and the following sections will depict both a simple performance-producing 
interaction and a complex performance-producing interaction which demonstrate how the 
interaction of antagonistic causal powers strongly influences performance.  
The Performance Measurement System at Hotel A is classified as having a downward 
normative causal impact, in that it is an external influence on the behaviours and normative 
activities of the employees of the hotel. However, the measurement system does not generate 
performance itself, this occurs only when the downward normative power of the PMS comes 
into contact with the downward structural power of technology and the upward normative 
power of professionalism (the behaviours of individual staff and managers), which acts on the 
information provided by the PMS and allows performance to emerge.  
The measurement system at Hotel A has a direct impact on the conduct of staff during the 
working day. Feedback from the PMS regularly dictates action plans as issues are 
investigated and resolved, while reporting to the PMS also takes up an increasing portion of 
the daily activities of managers. Department heads almost unanimously admit that checking 
the guest satisfaction management system is one of the first actions of their day. 
'And I’ll check [PMS] to see if there is anything new there or anything that I need to respond 
on. Straight off the bat of that then I will be feeding it back to the departments if there is 
anything that we need to address and asking … “what are we going to do about this?" Or 
have you got any information about it so we can try and you know stop it [happening again]'.
     
       (Operations Manager, Hotel A)  
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Here we see the power of the PMS to influence the working behaviour of managers at Hotel 
A. The PMS generates feedback which prompts management action to resolve issues or 
problems highlighted. It is important to note also that not only is the action of management 
directed towards solving problems in the short term, there is also a concern with generating 
longer-term solutions to effectively eliminate the recurrence of such problems. In this 
instance, the response by management may be merely reactive, in accordance with 
procedures already established at Hotel A such as rework; or may be proactive, in searching 
for methods to prevent the repetition of problems such as training or process improvement. 
The decision for reactive or proactive response is invariably dictated by the level of 
professionalism of the individual manager; in the case of Hotel A proactivity is frequently 
encountered.  
 
Concurrent to the influence of the PMS on the working day is the increasing availability of 
electronic measurement. Hotel A’s PMS is almost entirely digitised and can provide real time 
feedback for managers to address. In the case of financial control at Hotel A, the use of 
technology has allowed the devolution of the control function, traditionally the responsibility 
of the financial controller (FC), to individual department heads. For example, the integration 
of scheduling and payroll systems allows for immediate feedback of any deviation from 
forecast labour budgets, forcing individual managers to either justify their extra expenses due 
to increased business levels or to make adjustments to the staff rosters for the upcoming 
week, which requires the interaction of the professionalism entity. This transference of the 
control function down the organisational structure to department or function managers has 
had two results which are significant for the overall performance of Hotel A. 
 
1. The devolution of the control function has made operational managers more 
aware of and, consequently, responsible for, the cost of running their individual 
departments. Expenditures - particularly labour costs - must now be justified in 
advance of the upcoming expenditure. This is, in effect, a pre-operational control 
mechanism, where the organisation is given the opportunity to correct issues in 
advance of their occurrence. This ability has delivered substantial labour savings to 
Hotel A and has significantly improved financial performance.  
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2. The role of financial controller has become more proactive than reactive as the 
position has evolved from a controlling and reporting position, to an analyst and 
forecasting position. Essentially, the emphasis of these roles has moved from an 
operational focus to a strategic focus as parts of the control function are handled 
further down the organisational structure. The FC is now able to use the PMS to 
analyse performance and diagnose and solve problems more efficiently than 
previously. There is also an increased focus on forecasting performance which has 
helped the hotel to target weaker months or to emphasise control in particular areas, 
again contributing to performance improvements.  
 
A similar task evolution has occurred with the revenue manager, whose responsibilities are 
now largely predictive as opposed to operational.  
 
The interaction of PMS, technology and professionalism drives emergent performance in one 
of three ways, depending on the complexity of interaction:  
 
1. The production of standard responses to a reported problem - which is synonymous 
with the reactive nature of control. In service environments this is frequently 
associated with rework or with a standardised compensation response to guest issues, 
both of which occur at Hotel A.  
  
2. The production of a pre-operational control which proactively highlights and resolves 
problems in advance of their occurrence. In Hotel A this is the advance correction of 
payroll / labour issues before costs are incurred, which has driven significant cost 
savings. 
 
3. The avoidance of future problems (pre-emptive control). At Hotel A this is evident 
through the use of supervisory positions in operational departments and through the 
direction of staff training.   
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The data suggests that operating behind these causal interactions is a control mechanism 
whereby the organisation is using timely feedback provided by both the technology & the 
PMS and acted upon by the individual managers, to not only provide rote solutions to 
problems but also to engage in the proactive elimination or solution of future problems. The 
control mechanism underlying these interactions will be discussed in more detail in Section 
8.8.2 (page 205). 
 
8.7.3 The Interaction of Organisational Stability, Leadership & Autonomy 
 
The first causal interaction to be examined is an example of a sympathetic heterogeneous 
interaction. As has been stated, the management team at Hotel A is extremely stable with a 
high average tenure of position. As a consequence of this stability, managers are very 
confident that they know their jobs, the market that they are serving and how to generate 
performance within that market, and they can sometimes be quite resistant to performance 
targets (incentivised or otherwise) which they feel are imposed on them by HotelCorp.  
 'Prefer if we set our own targets and they [HotelCorp] agreed with them. A lot of the 
guys here have been here six, seven, eight, nine years. Our GM used to be the revenue 
manager here. You know, we all know the business reasonably well and we know the market 
and from my perspective I feel I would know the business better than someone sitting in an 
office in [Regional HQ] saying grow by 5% you know, so I would prefer it that way. And if 
they [HotelCorp] would then accept that, you know, I think we would have a better … would 
have a better acceptance of the budget'.  
        (Financial Controller, Hotel A)  
 
The stability of tenure and autonomous culture present at Hotel A are very valuable in terms 
of producing performance, as individuals know their role and have responsibility for their 
own results they are focused on achieving the targets that they are assigned and are equally 
motivated by incentives as by their own professionalism. However, the combination of these 
characteristics can lead to resistance of measurement initiatives and targets that are seen as 
being dictated from HotelCorp without consultation. Measures that are regarded as being 
imposed are far less likely to be accepted by managers. Resistance to change and a lack of 
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acceptance of measurement targets have the potential to negatively impact on performance 
achievement.  
 'I find with a lot of things [Measurement Standards] that are introduced, you’ll get 
some people who will jump on board with any changes that are made and give it a go, then 
you have some people who are reluctant to change and anything that they bring out; then 
they are like, ‘well that’s just not going to work here, you know. That’s fine for the UK but 
that’s not going to work in [Hotel A]. And there will be an element of people who have that 
mind-set'. 
        (Operations Manager, Hotel A)  
 
Hotel A’s senior management have the ability to safeguard against resistance and to generate 
buy-in from management for initiatives and targets, which in turn harnesses the autonomy of 
management, the professionalism of individuals, and the incentive scheme to promote the 
achievement of targets (see Section 8.8.1, page 202). This is achieved through the 
combination of both structural powers based on their respective roles within the organisation 
and normative behaviours like the use of constructive gaming (see page 195).  
When a measurement standard or target comes from HotelCorp the senior management team 
effectively deal with it in one of three ways: 
1. They negotiate with HotelCorp with regard to the standard or target (this is 
particularly evident with regard to budgets) taking into consideration the 
input of functional managers. Alternatively, they divide the target amongst 
those who have the ability to achieve it.  
 
 'we will look at the thing and we will make a decision:… operationally that can 
physically work for us, we will still send it off to the district director and say this is not going 
to work, we do give them updates and we do it collectively'. 
        (General Manager, Hotel A) 
 
 
 
 195 
 
2. They constructively game the metric away, either explicitly or through the 
achievement of a waiver.   
 '[Hotel A] Do apply for waivers, so even if we don’t get them at least you have 
highlighted something that is not going to work for you, so whenever it comes back, it’s like," 
we did tell you"'. 
        (General Manager, Hotel A)  
 
Constructive gaming may be seen as the wilful ignoring of certain standards by the hotel 
management team, usually the justification for ignoring a particular standard, and therefore 
losing points on an audit score, is based around either operational necessity or cost saving.  
 
 'So what we do there is we go through all the [Quality Audit Standards] and we will 
decide if there is something in that we are not going to do, we will collectively decide we are 
not going to do that. For example we decided for financial reasons to empty minibars last 
year. [Quality Standard] still says you must have a minibar, so there is a point. To save 
twenty grand in cost, I am willing to lose the point'. 
       (General Manager, Hotel A) 
 
Constructive gaming is essentially trading off the requirements of quality standards and audit 
scores with the realities of operating a profitable business. Hotel A’s televisions are currently 
below company size but the capital investment required to remedy that deficiency (and gain a 
single point on an audit) is not currently a priority for the organisation.  
 
3. They enforce the standard, by virtue of their position in the organisation 
Although both senior managers are very supportive of Hotel A’s autonomous culture there 
will come a time when negotiation of and resistance to standards and targets are overruled by 
the senior managers; a time when staff members must: 
 ' get on board with new systems' 
        (Operations Manager, Hotel A)  
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  'they like to do it their own way, and just cause it’s their own way doesn’t mean it’s 
the best way and sometimes when you have got standards coming down, that’s better for them 
so they have to push themselves otherwise they just automatically do it the easy way, not the 
hard way'. 
        (General Manager Hotel, A)  
 
The use of these three tactics, in varying patterns is indicative of the switching on and off of 
powers which have been discussed throughout the case study and have the cumulative effect 
of engendering the management team with significant trust from their peers. This trust notion 
that senior management are working on behalf of other managers and the hotel property 
becomes part of what is in effect a virtuous circle whereby senior managers are seen as 
working for their staff to achieve equitable performance targets, which the staff accept and 
buy-in to, therefore minimising resistance to measurement and external targets. Whilst none 
of this guarantees the achievement of performance targets it certainly creates an environment 
which yields a stronger likelihood of the achievement of outcomes as will be demonstrated in 
Chapter 11 (page 260). 
It may be posited that the interaction of Hotel A’s senior management’s structural and 
normative powers constitute a buffer mechanism which is based on the trust between senior 
and lower levels of management. This buffer mechanism exists to provide a bulwark against 
the ‘silly’, ‘unfair’, ‘contradicting’ and ‘impractical’ measures of HotelCorp and ensure that 
the best interests of Hotel A are, where possible, protected. Structural powers allow senior 
managers to negotiate with HotelCorp on the utility of certain measures as well as enforce the 
acceptance of measures by subordinates if appropriate. Normative powers like the 
constructive gaming of metrics and the setting of incentives maximise the acceptance of 
targets and therefore create an environment where their achievement is more likely. A more 
detailed examination of the buffer mechanism at Hotel A is provided in Section 8.8.1 (page 
202). 
 
8.7.4 Emergent Performance from Homogenous Interactions  
 
The previous data described emergent performance based on the interaction of structural and 
agential powers moving in similar or opposing directions which had been described as 
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heterogeneous interactions. However, the case of Hotel A also presents data which highlight 
a performance emergence from the operation of one class of causal entity only (either 
normative or configurational) which are operating co-directionally or contra-directionally. 
These interactions are classified as homogenous and their resultant emergent performance has 
a meaningful impact on the measurement-performance link under investigation and are 
therefore both considered here. While the selection of Hotel A was not based on its unique or 
unusual circumstances, the data also highlights two uncommon cases of causal interaction, 
which are described below.  
 
8.7.5 Emergent Performance from Contra-directional Homogenous 
Interactions: The Interaction of the Incentive Scheme & Professionalism 
 
Up to this juncture the data have highlighted the positive aspects of Hotel A’s performance. 
However non-performance may also emerge from the interaction of causal entities. Hotel A 
provides an example of an emergent non-performance which is worthy of consideration. 
Hotel A is a property which has been nationally and internationally (within HotelCorp) 
recognised for its achievements in environmental practice, yet the facilities department 
regularly fail to meet their approved performance targets. The reasoning behind this and the 
postulation of an underlying mechanism controlling the interactions is now presented. 
In late 2011 HotelCorp proposed a companywide environmental initiative which sought to 
reduce energy cost by 25% over five years from 2012- 2016. This initiative effectively 
nullified the efforts at environmental cost-reduction undertaken at Hotel A from 2008 – 2011, 
as energy costs were reined in significantly during the recession, and made the achievement 
of the specified targets extremely difficult.  
 'We have been working on this since 2008 / 2009 looking at our energy costs. So we 
had 2 years work done by 2011 so [HotelCorp] are taking a benchmark of 2011 and that’s 
fine if they compare it within Ireland. But they are comparing it with the UK where [UK 
hotels] had nothing done in 2011, so 2011 they were burning energy and didn’t care. 2012 
they suddenly started and in the first year [UK Hotels] are going “oh yeah we’ve knocked off 
12 % off this, that, and the other” and you know [HotelCorp] are coming back to Ireland and 
saying: "what’s the story Ireland you are coming in at 3 or 4%", but it’s like; if you look at 
what we have done in 2008 …'    (Facilities Manager, Hotel A)  
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In the face of unachievable targets the Irish facilities managers have tried, thus far 
unsuccessfully, to uncouple their performance targets from UK properties in order to reflect 
the work they have done prior to the environmental initiative. The facilities manager at Hotel 
A is frustrated at the intransigence of HotelCorp whose initiative and targets fail to reflect his 
performance, as in his mind the 25% reduction in cost has been achieved from 2009 - 2013, 
substantially in advance of the company deadline.  
The efforts to uncouple performance targets from the HotelCorp initiative are indicative of 
the autonomous culture at Hotel A. The facilities manager wants to have an input in the 
setting of his own goals, to be in a better position to influence their outcome. The feeling that 
the current targets are out of his control and occurred without consultation, and therefore, are 
not reflective of the efforts made at the property, are a source of frustration rather than 
motivation and the incentives attached to targets are of no consequence.  
 'I had a look at mine [energy target attached to incentive program] and straight away 
went: yeah that one isn’t even … you know it’s not even in the ballpark, on my best day I’m 
not going to hit that so I’ve lost out already, so it’s not a motivating factor ... Straight away I 
knew when I read it I wasn’t going to hit it. It’s not that I didn’t even try, it was just 
completely unrealistic'. 
        (Facilities Manager, Hotel A) 
 
Although unmotivated by an incentivised target, the facilities manager is clearly motivated by 
personal achievement and an inability to achieve one incentivised target does not lead to 
general malaise or resistance to measurement. The department benefits from its achievements 
outside of incentivised targets and there is considerable pride therein and also the 
acknowledgement that achieving awards and external acknowledgement effectively buys 
goodwill in the allocation of resources for future facilities capital projects (electrical wiring 
upgrades & oil to gas heating conversion), which can help to improve overall energy 
performance.   
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 [Discussing ease of allocation of resources for projects to the Facilities department.]  
 'There is because I have given results, I have gotten results, I have driven down our 
costs. We’ve also gotten a couple of awards within Ireland … all these kind of things have 
kicked in so it makes it a little easier for me to look for these things. Again there is a cost 
benefit in there if I was just getting this without being able to produce [reduction in] costs I 
don’t think the willingness would be there no'. 
(Facilities Manager, Hotel A) 
 
So even as some targets are considered ‘silly’ the importance of measurement in general and 
its impact is readily acknowledged.  
 '[measurement] It does have a positive impact … there is a benefit in looking at your 
energy costs, and we’ve taken it and we’ve monitored it, which is something that we hadn’t 
[done previously] … we look at this much more closely than we ever did before and we are 
getting great benefits'.  
       (Facilities Manager, Hotel A) 
 
Here we see a conflict of normative powers which result in the failure to produce a specified 
outcome: in this case the energy conservation target is not met. However, this is but one of a 
number of performance targets to be achieved and the facilities manager is motivated towards 
overall performance within the department rather than concentrating on just the incentivised 
targets. In particular, the facilities manager at Hotel A is stimulated by a personal motivation 
and desire to achieve, which is nurtured by the autonomous culture of Hotel A.  
 'I’m always looking to improve; my team are looking to improve the hotel. So we’ll 
kind of go, so listen lads is there something that we can do that will make our lives easier or 
save money for the hotel'. 
        (Facilities Manager, Hotel A) 
 
On balance, the environmental performance of Hotel A could be described as exemplary, as it 
is highly benchmarked amongst the other Irish properties and has been recognised for energy 
performance achievement both within HotelCorp and through the achievement of national 
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recognition, even though it does not meet its mandated energy targets. The negative influence 
of the targets being set is counterbalanced by the individual motivation of the facilities 
manager who seeks to achieve at a high level, regardless of the targets formally dictated.  
The seeming incongruity of a high performing department which does not achieve some of its 
performance targets leads to the positing of an underlying causal structure which governs the 
interaction of downward normative powers (incentivised target) with upward normative 
(individual motivation) powers. In this instance, a harmonising mechanism operates to 
generate not the intended performance as governed by incentives, but an equivalent emergent 
performance. In the case of Hotel A the harmonising mechanism and its equivalent emergent 
performance allows the hotel to be award winning and a recognised environmental achiever 
while simultaneously failing to meet its dictated and incentivised targets. In this case, the 
negative impact of an unachievable incentivised target (downward normative) is offset by the 
individual motivation (upward normative) of the facilities manager to perform to a high level. 
The harmonising mechanism will be examined further in Section 8.8.3 (page 208). 
 
8.7.6 Emergent Performance from Co-directional Homogenous Interactions: 
The Interaction of HotelCorp and Hotel Owners 
 
HotelCorp operates Hotel A under management contract and therefore has a formal 
relationship with the property owners. The explicit goal of HotelCorp to deliver property 
owner satisfaction (see Section 8.4) is, therefore, operationalised in the measurement system 
and the nature of the relationship endows owners with the potential power to influence 
measurement at an individual property. Although this is a power that is rarely exercised at 
any property, owners tend to leave daily measurement and management to HotelCorp.  
In 2012 HotelCorp proposed to centralise all revenue management functions and decisions to 
a UK base which would have effectively eliminated the role of ‘on-property’ revenue 
management and replaced it with a reservations management position, resulting in either 
demotion or turnover of existing revenue managers and the loss of on-site decision-making 
with regard to price setting. The proposed project was met with considerable resistance by the 
owners of the properties which HotelCorp manage in Ireland. Where normally owners would 
not interfere in HotelCorp’s exercising of its downward configurational power to change and 
streamline internal structures, in this instance, the Irish owners exercised their dormant 
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downward configurational power to veto the proposed changes. A compromise was reached, 
whereby hotels were grouped together in clusters and responsibility for the management of 
their revenue function was given to a cluster revenue manager, with two or three hotels per 
cluster. These clusters report directly to a regional revenue manager, as well as their property 
general manager and a regional director.  
The intercession of the Irish owners is a demonstration of the switching on of an entity’s 
potential causal power. Had the HotelCorp initiative proceeded, significant changes would 
have been made to the organisational structure at HotelCorp’s Irish operations and revenue 
management talent could have potentially been lost. The direct intervention of the property 
owners effectively protected, and in some cases, promoted personnel who were seen as 
important to the revenue management structure of Irish owners’ assets. The Irish owners 
sought to maintain the status quo with respect to how the revenue management function was 
structured and managed as they felt the proposed centralisation of function would be 
detrimental to the performance of their assets.  
Despite the intervention of the property owners the compromise position has still had an 
influence on the revenue function with changes to the management and reporting of revenue 
within the organisation and also significantly changes to the focus of performance targets of 
the individual cluster managers. The new position saw cluster managers move their focus 
from the day to day of managing reservations and revenue at their own properties to a more 
strategic, multiple-property overview. 
The intervention of Irish owners to veto the proposed changes to the organisation of the 
revenue function, described above, may be a further example of the operation of the 
harmonising mechanism mentioned in Section 8.7.5 (page 197) . This mechanism seeks 
harmony between the opposing parties and results in an emergent performance outcome. This 
example demonstrates both the potential of the owner to become involved in structural 
decisions and also the importance of the relationship between HotelCorp and its property 
owners in structuring organisations to deliver performance. Owners do not have the tendency 
to influence the day to day performance of Hotel A; the event described may be considered 
an exceptional case. The harmonising mechanism is discussed in more detail in Section 8.8.3 
(page 208).  
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The inclusion of this exceptional case data above is of importance as it: 
1. Demonstrates the ‘switching on’ of a potential power which under normal 
circumstances is not exercised, and which has a causal influence on the measurement-
performance link. 
 
2. It exhibits an essential element of Critical Realist analysis, which is designed 
to focus equally on both the occurrence and non-occurrence of events, in order to 
consider the potential power of an entity as much as its exercised power.  
 
 
8.8 Analysis Phase 3: Abducting Mechanisms 
 
The final phase of the Critical Realist Case Method is the uncovering of generative 
mechanisms which represent the Real and give rise to the interactions of causal agents 
uncovered in the Actual (Phase 2 Section 8.7, page 187), which find expression in the 
Empirical (Phase 1 Section 8.6, page 176). The process of uncovering mechanisms is known 
as abduction (see Section 4.3.4, page 68) and its application to the generative mechanisms 
uncovered at Hotel A is detailed in the following sections. One of the key features of 
abduction is the use of existing theory to underpin the explanations of the generative 
mechanisms being offered. In this analysis the language and concepts of systems theory will 
be used to describe the three proposed generative mechanisms, in particular use will be made 
of causal loop diagrams from systems dynamics to explain how these mechanisms contribute 
to the generation of performance outcomes.  
 
8.8.1 Mechanism 1: The Buffer Mechanism  
 
As outlined in Section 8.7.2 (page 190) the senior management team at Hotel A have 
considerable influence on the achievement of performance targets, which they achieve 
through switching on and off the causal powers of a number of entities including the 
incentive scheme, the autonomy of the organisation and through the use of the causal power 
endowed by their management position. The varying combination of tactics engenders strong 
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buy in from staff members and fosters considerable trust from team members that the 
measurements, even if not highly regarded, are what is best for Hotel A’s overall 
performance. The buffering mechanism which is provided by Hotel A's leadership effectively 
screens how deeply into the organisation HotelCorp's influence penetrates. In Figure 8.2 
(reproduced below) we can see that the general manager is effectively a hub for all of the 
targets and feedback from HotelCorp. Due to the autonomous culture which is present at 
Hotel A some managers are allowed to deal directly with regional or corporate management 
but the vast majority of the target setting and measurement goes through the GM's office. 
This buffering mechanism is based on a trust within Hotel A that the GM is always acting in 
the best interests of the property and shields managers from the politics and negotiation of 
target setting and measurement.  
 
Figure 8.2: The Downward Causal Influence of HotelCorp. 
 
 
 
Source: Author 
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The buffer mechanism might best be described as a reinforcing causal loop (see Figure 8.3 
below) where the leadership team's selective deployment of causal influence leads to positive 
actions, to the achievement of performance outcomes and to a significant trust that 
management are operating in Hotel A’s best interest. It is this deployment of causal powers 
which is essential to the operation of the buffer: the GM must balance the use of incentives 
with the professionalism of his managers while also trusting that managers will take ultimate 
responsibility for their own performance (autonomy).  
 
 
Figure 8.3: The Buffer Mechanism 
 
 
Source: Author 
 
The buffer is, in effect, how the GM chooses to deploy the causal powers at his disposal to 
limit the perceived influence of HotelCorp. The buffering mechanism also explains the irony, 
evident in the data, that targets that are seen to come from the GM are far more broadly 
accepted by managers than those which are perceived to be imposed from HotelCorp, when 
the reality is that the majority of the GM's targets come directly to the GM from head office 
(see Section 8.7.3, page 193). 
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The high level of confidence in staff members on the GM's part breeds a reciprocal sentiment 
amongst subordinates. This high level of trust is what is responsible for the acceptance of 
HotelCorp's measurement targets despite being considered ‘silly’, ‘unfair’, ‘contradicting’ or 
‘impractical’ and ensures that management and staff strive for achievement regardless of the 
circumstances. As trust is such a key factor in the operation of this reinforcing loop the 
mechanism operating here may be described as a trust buffer and will be discussed as part of 
Section 11.3.1, (page 270). This reinforcing loop is obvious in the strongly performance-
focused culture of Hotel A and it contributes strongly to the consistent success of Hotel A. 
The buffer protects Hotel A management from the external influence of HotelCorp and 
protects the interests of the property engendering a virtuous circle of notable trust from staff 
members.  
 
8.8.2 Mechanism 2: The Control Mechanism  
 
The consistent successful performance of Hotel A may be attributed to its use of 
measurement; technology and individual staff professionalism (as described in Section 8.7.3, 
page 193). Underlying these causal interactions is an advanced control mechanism.  
Traditional PMS systems are generally considered to be quite simplistic, work is measured 
and as a result of the act of measurement corrective actions (if required) are deployed to 
correct deviant performance. The implication is that the same rote responses are developed 
and deployed to change performance without necessarily challenging the assumptions or 
validity of those responses. As well as being reactive these type of control systems tend to 
promote 'if it ain't broke, don't fix it' thinking in organisations and a reliance on routine 
responses to problems.  
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Figure 8.4: Traditional Cybernetic Control 
 
 
Source: Author 
 
What is different about the control mechanism which is present at Hotel A is that it is much 
more complex and contains two distinct examples of control: both traditional control; as well 
as pre-operational control; and also allows for a pre-emptive control response which attempts 
to change responses and encourages the prevention of problem reoccurrence.  
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Figure 8.5: Hotel A’s Augmented Control Function  
 
 
Source: Author 
 
The addition of pre-operational controls, while still an example of applying standardised 
responses, increases the responsiveness and flexibility of management to deal with 
problematic performance and eliminates the lag between measurement and response that is a 
frequent criticism of measurement systems. As pre-operational control has allowed the 
devolution of control responsibilities to functional managers, senior managers have taken a 
more forward-looking role and now actively seek to pre-empt performance issues and provide 
better responses and corrections. In essence, this type of control mechanism allows the 
organisation to move away from rote responses and reactive control to a forward-thinking 
and learning control which has a positive consequence on the achievement of performance 
outcomes. A further factor which impacts positively on performance is that this this 
augmented control mechanism may be deployed both at the front and back of house allowing 
for improved control at multiple levels within the organisation. The learning control 
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mechanism in operation at Hotel A is an example of a highly evolved control mechanism and 
will be discussed in the context of the cross case analysis in Chapter 11 (page 260).  
 
8.8.3 Mechanism 3: The Harmonising Mechanism  
 
Sections 8.7.5 (page 197) and 8.7.6 (page 200) describe two interactions between contra-
directional normative causal powers (incentive and professionalism) and co-directional 
structural powers (HotelCorp and the hotel owners). The ability of these homogenous 
interactions to successfully produce an emergent performance is founded on the existence of 
an underlying mechanism which has been abducted through the data.  
In the world of music, harmony relates to a body of rules governing the interactions of 
differing and similar chords to produce a pleasant sound. In the case of homogenous 
interactions at Hotel A, the harmonising mechanism governs the differing powers and 
potentials of entities to produce an emergent performance and at Hotel A it contributes to two 
different types of emergence: 
1. A Consonant Emergence: 
 
In respect of the co-directional configurational powers the harmonising mechanism is a 
coming together of the respective causal powers. This is not a balancing of the respective 
powers of the hotel owners and HotelCorp as mandated by their management contract 
agreement. As has been noted, the powers of HotelCorp are powerful and persistent whereas 
the powers of the owners are no less powerful but considerably less regularly displayed. In 
this instance the harmonising mechanism is the meeting of similarly orientated causal 
influences of differing strength to produce an agreeable result consistent with the principles 
of both parties. Had either of the parties involved exerted a greater power than the other the 
emergent performance might have been considerably different. Since the power of the owners 
is usually considered dormant and only exercised in rare circumstances their intercession and 
the subsequent compromise reached between the two parties allowed for the structure of 
Hotel A’s (and the wider organisation) revenue function to be altered and for the observed 
performance to occur. In effect, the harmonious agreement between the structural causal 
powers of HotelCorp and the hotel owners allowed for a consonant emergent performance 
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outcome as it was considered mutually beneficial i.e. based on the agreement of causal 
powers.  
Figure 8.6: Consonant Emergence from the Harmonising Mechanism  
 
Source: Author 
 
 
 
 
2. A Dissonant Emergence: 
 
The harmonising in respect of the contra-directional normative causal powers is a little more 
involved than the simple balancing of powers which generated the previous emergence and 
require the use of causal loop diagrams (CLD) to further their explanation. Typically, the role 
of incentives is as outlined in Figure 8.7 (page 210) below: the introduction of incentives 
promotes behaviours which will positively influence the achievement of performance targets, 
which in turn will influence the further use of incentives. The reverse is also true as a lack of 
(or reduction in) incentives will either discourage positive behaviour or actively encourage 
destructive behaviours so that performance goals will not be achieved and influence a lesser 
effectiveness of incentive to influence behaviour. This is known in systems parlance as a 
reinforcing loop. 
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Figure 8.7:  The reinforcing loop of incentives  
 
Source: Author 
 
As has been highlighted by Section 8.7.5 (page 197) the incentives relating to HotelCorp’s 
environmental program have little bearing on the activities of the facilities manager; however 
the presence of a harmonising mechanism (see Figure 8.8 on page 211) allows for the 
achievement of an emergent performance which is not reliant on incentives but influenced 
more strongly by the individual professionalism of managers at Hotel A. This harmonising 
mechanism produces a dissonant emergence, which is based on the disagreement of the 
powers of causal entities. However, in this case the dissonant emergence is in fact positive as 
Hotel A is externally recognised for environmental achievement. In Figure 8.8 (page 211) it 
can be seen that HotelCorp’s incentives have created a gap between their desired state of 
achievement and what is achievable on property. Instead of having this gap negatively 
influence the managers’ actions the causal power of professionalism (itself positively 
influenced by the autonomous organisational culture) exerts itself so that the facilities 
manager continues to take positive actions towards an emergent performance rather than just 
failing to meet set targets. The causal loop diagram in Figure 8.8 (page 211) also highlights 
the influence of the persistently exercised powers of HotelCorp and autonomy at Hotel A.   
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Figure 8.8: The Dissonant Reinforcing Loop of Professionalism (Harmonising Mechanism) 
 
 
Source: Author 
 
The fact that the dissonant emergent performance in environmental practice at Hotel A has 
won national awards and companywide recognition reinforces the professionalism and the 
actions of the facilities manager despite not being able to achieve targeted performance or 
receive incentive payments. In Figure 8.8 the achievement of emergent performance is the 
reinforcing loop while the incentives are a balancing loop which seeks to bring the system 
back to the incentivised targets. What is apparent here is that the new reinforcing loop is a 
replacement for the traditional incentive CLD in Figure 8.7 (page 210), but where incentives 
are deemed unrealistic and fail to influence action, professionalism contributes to the 
emergent performance and its achievement reinforces professionalism and action in the face 
of incentives which are not relevant.  
Phase three of the case analysis has allowed the positing of three underlying mechanisms 
(buffer mechanism, control mechanism and harmonising mechanism) which influence the 
interactions of causal entities to produce performance. Each of the three mechanisms has 
been abducted from the case data and offers an explanation for how measurement impacts on 
the achievement of performance outcomes in the context of the case hotel under 
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investigation. A broader discussion of the generative mechanisms and how they influence the 
measurement-performance link will be presented in Section 11.3 (page 270). 
 
8.9 Conclusion  
 
The Hotel A case has provided an opportunity to deploy a Critical Realist case methodology 
to examine the measurement-performance link in Irish hospitality. The nine key causal 
entities uncovered will now form the basis for examination of subsequent case studies, and 
while it is envisaged that similar causal entities will be present in other hotel organisations 
their interaction and their respective generative mechanisms may differ considerably. These 
differing interactions and mechanisms will however shine further light on the links between 
measurement and performance.   
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Chapter 9:   Qualitative Research Results: Case 2 
 
9.1 Introduction  
 
The previous chapter introduced an Emergent Critical Realist case methodology in order to 
examine the link between performance measurement and the achievement of performance 
outcomes, and presented the findings related to the first case study. This chapter presents the 
data relating to the second case study conducted at Hotel B. The findings of the second case 
study will build on those of the initial case, examining the nine key causal entities identified 
in Section 8.6 (page 176) while remaining open to the discovery of other causal mechanisms 
within the data (see Section 9.5, page 215). When no new causal entities were found to have 
influence on Hotel B the research focused on examining the existing entities, their 
interactions and the potential underlying generative mechanisms which will further explain 
the measurement-performance link.  
 
9.2  Case Context: Hotel B  
 
Hotel B is a medium sized (< 150 bedrooms) four star hotel property located in the south of 
Ireland close to a large city. This property, opened in 2005, has been operated under the 
HotelCorp brand name since its opening. It is one of the portfolio of HotelCorp properties in 
Ireland which are privately owned and operated under management contract. 
The property, which is located in an industrial area, six miles outside of the city initially 
found a substantial core corporate business clientele but struggled to find its place in the 
leisure market. The hotel has routinely fallen short of achieving the rates enjoyed by 
properties in the city centre and was particularly badly hit by the global recession. However, 
the property is currently on a significant upward trajectory posting positive annual growth 
from 2010 to the present and returning to profitability in 2012. With a newly invigorated 
leisure market focus and strong recovery in average rates and occupancies, the hotel is now 
highly ranked on TripAdvisor and has also won national recognition for its environmental 
practice.  
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One of the other notable features of Hotel B is that its management team has a mixture of 
extremely experienced and long serving managers in key senior positions (General Manager, 
Revenue Manager, Sales Manager, Financial Controller & Facilities Manager) while all of 
the operational management roles (Front Office, Housekeeping, Bar Manager, Restaurant 
Manager and Food & Beverage Manager) are occupied by managers who have developed 
through the ranks of Hotel B and who have been employed in their positions between 18 and 
36 months. This key feature of management structure and how it impacts on measurement 
and performance will be highlighted repeatedly throughout the case analysis.  
 
9.3  Performance Measurement System (PMS) employed at Hotel B  
 
The performance management system used at Hotel B is the same as described in Appendix 
E (page 402) and used in other HotelCorp managed properties in Ireland. It is therefore 
comprised of both financial and non-financial metrics which are implicitly or explicitly 
linked to the organisational strategy and focuses particularly on the four pillars of: revenue 
and financial performance; property owner & shareholder satisfaction; customer focus; and 
the organisation’s employees.  
 
9.4 Administration of Case Study & Case Analysis  
 
Data were collected, as outlined in Section 4.10.7 (page 101). Approximately six hours of 
formal semi-structured interviews, over two site visits, were conducted with managers at all 
levels of the organisation, and a quality audit and floor walk through were observed. Shortly 
prior to the case study being conducted the hotel property had been acquired, from NAMA, 
by a group of local investors. As such, internal documentation was not made available for 
examination, but where possible, information on Hotel B’s performance available in the 
public domain was scrutinised. Despite the issues with the availability of documentation it 
may be established from both the interview data and from the public domain that Hotel B 
meets all of the criteria of Bourne et al.'s (2013) high performing business as it is a growing, 
profitable, and business-award winning entity. 
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The analysis of the case data for Hotel B will proceed in a similar manner to that of Hotel A: 
initial analysis will uncover the primary entities which have causal power (or potential) to 
impact on the institutional mechanism of measurement; the interaction of these entities will 
be further examined in the secondary phase of the analysis and finally underlying generative 
mechanisms will be explored in Phase three of the analysis.  
 
9.5 Analysis Phase One: Uncovering the Entities with Causal Power  
 
Having uncovered nine causal entities from the data at Hotel A (see Section 8.6, page 176); 
these entities were then used as a starting point for the analysis of the data at Hotel B. Not all 
of the nine entities established in Chapter 8 have causal influence at Hotel B, nor does their 
causal power operate in the same fashion as it does at Hotel A. The initial phase of analysis 
for Hotel B will, therefore, concentrate not on defining or explaining the causal powers and 
potentials (See Table 9.1, page 232, for a summary) but describing how they are operating at 
the case hotel. A cross-case examination of the entities and how their powers and potentials 
impact across all of case hotels will be presented in Chapter 11 (page 260). As with the 
previous presentation of case analysis the nine causal entities will be presented by their 
structural or normative influence.   
 
9.5.1 Entities with Downward Configurational Causal Influence: 
 
1. HotelCorp (Code: HotelCorp)  
 
HotelCorp retains its significant downward configurational causal power as it dictates and 
enforces standards, sets targets and incentivises goals and develops measurement initiatives 
which are implemented through and by the organisational structure. However, as Hotel B is a 
relatively small property with a very flat and operationally-focused management structure 
HotelCorp’s influence is strongly mitigated by the hotel general manager and, as such, a 
direct influence of HotelCorp is felt only by certain key managers and does not appear to 
concern operational managers on a day to day basis. The interplay of the causal powers of 
 216 
 
Hotel B’s general manager and HotelCorp will be described more fully in Section 9.6.4 (page 
228)  
 
2. Owners (Code: Owners) 
 
Shortly prior to the conduct of the case study, the property at Hotel B was purchased from 
NAMA by a group of investors who have also acquired other HotelCorp-managed properties 
in Ireland as part of their portfolio. This new ownership has brought increased involvement 
from an investor consortium that are more demanding than previous owners.  
'Plus we've been bought this year by, like there’s 20 investors in it, so it's not a hobby 
for them. Its a purely commercial basis they bought it on, where some hotels, you know you'll 
have an owner that buys and it’s his baby, he wants to nourish it and spend money on it and 
see reputation. For the guys that have us now, not that they are not concerned about that, but 
its bottom line, purely bottom line'. 
 
       (General Manager, Hotel B) 
 
 
While not involved directly in day to day operations the new owners are considered to be 
significantly more hands on financially than previous owners, requiring revenue and expenses 
decisions to be explained in detail by the GM or financial controller. However, this is seen by 
both managers as part of the learning curve of new owners who need to get used to both the 
hotel business in general and Hotel B in particular. 
  
 'they would to a certain degree be trying to tell you what you should be selling at, and 
I suppose there is a lot of self educating with them at the moment ‘casue this is their first ever 
hotel, so there is a certain element of …, but we have to explain the rationale behind 
[revenues & expenses]'.   
       (General Manager, Hotel B)  
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As well as requesting more financial detail the new owners have also had an impact on direct 
measurement activity, making the management of the TripAdvisor platform a key priority at 
Hotel B. This directive has resulted in incentive targets being tied to TripAdvisor rankings for 
operational managers as well as the request that the GM personally respond to all guest 
comments on the site. As such, the causal power of the new owners at Hotel B is judged to be 
high. Further details on the causal role of the new owners are discussed in Section 9.6.5 (page 
230) 
3. Impact of Technology on Measurement (Code: Technology)  
 
Hotel B has, in the last few years, made meaningful strides to streamline measurement 
through the use of technology. When the financial controller joined the company in 2010 
management functions like staff scheduling were still paper-based and this was remedied 
with a clock-in system that allowed for stricter management of labour cost. It also allowed for 
the devolution of responsibility for labour management to individual managers and the 
achievement of a pre-operational control (see Section 9.7.2, page 233) to be introduced to the 
management of staffing costs. 
The benefits of implementing technologies have been quickly realised at Hotel B, both in 
terms of the pre-operational control achieved but also by giving the FC the ability to focus on 
more forward-looking activities.  
 'It certainly gives you more time to look at more analytical stuff and I suppose more 
planning as well. Even simple things like other projects you might want to work on for energy 
conservation or other areas of the  business where you can grow. Focus maybe on generation 
of growth, or yielding'.  
       (Financial Controller, Hotel B) 
 
Operational managers are not particularly dependant on technology for guest feedback or 
quality management as the measurement associated with this function is managed directly by 
the general manager and information is passed to operations managers as appropriate. These 
managers do, however, have responsibility for their budgets and cost management, although 
this is a relatively new element of their managerial role.  
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 'Payroll would be a huge thing that we drill into them; one month of letting it go can 
destroy a year, so we have to watch it constantly'. 
       (General Manager, Hotel B)  
On balance, technology has a far greater degree of influence over the more senior managers 
who are not 'on the floor' dealing directly with guest issues and so technology’s causal 
influence is judged to be of medium strength as it does have stronger influence on certain 
areas of the management structure than others as is outlined in the following section  
 
9.5.2 Entities with Downward Normative Causal Influence 
  
1. The Measurement System’s impact on Working Behaviour (Code: PMS & Work) 
 
The differing managerial experience levels and the fact that Hotel B’s operational managers 
are expected to be hands on and operationally- rather than office-focused means that the 
causal influence of the measurement system on working behaviour is mixed. Those senior 
managers, who are office bound, tend to interface far more frequently with the measurement 
& feedback systems than operational managers. This allows Hotel B to accentuate the 
positive causal potential of the measurement system (pre-operational budget control) while 
minimising the negative (taking managers away from their work).  
At Hotel B senior managers deal with the feedback directly and problems or issues that arise 
come to the attention of the general manager first and then are communicated through the 
formal management meetings (daily and monthly) or directly to the operational manager 
concerned.  
 
 'I just feel it’s better if I look after it' 
       (General Manager, Hotel B) 
The focus of Hotel B is certainly on the conduct of operations and operations managers are 
expected to be on the floor rather than in the office. Therefore, the GM generally serves as 
the interface between the technology-generated feedback and his staff. In this way, daily 
operations dictate the flow of work more so than directly responding to feedback from the 
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PMS, which takes place on a phased basis; for example the GM checks guest satisfaction 
scores every few days and passes details on to concerned managers directly.  
‘… they are actually on the floor looking after the guest where technically they should 
be, like any of the ops people I don’t really want to see them in the office anyway you know … 
they shouldn’t really be here too much, maybe an hour a day is plenty.’ 
       (General Manager, Hotel B)  
 
The particulars of the influence of technology on the measurement process at Hotel B are 
discussed in further detail in Section 9.6.2 (page 225) 
 
2. Incentive Scheme (Code: Incentive Scheme)  
 
The incentive scheme does not outwardly appear to have a causal influence at Hotel B, most 
of the managers are aware of their specific targets, but on the whole they do not seem to 
regard them in terms of being fair or unfair, achievable or unachievable. This seemingly blasé 
attitude may reside in the fact that Hotel B has only recently begun to qualify for incentive 
pay-outs, which are a proportion of profitability (see Appendix E, page 402) and for many 
years the payment of incentive was simply not a feature of being a manager.  
  'to be honest I haven’t even thought about it, I don’t even think, yeah we got our 
[Incentive],… but I dont really think about it, maybe I should be thinking about it but the 
money is not a huge factor for me anyway in my job' 
       (Front Office Manager, Hotel B) 
 
As the hotel has returned to profitability and the payment of incentive targets has become a 
factor for managers they do seem to be seeking to take more control of how their targets are 
set and their incentive generated. And there has been a move away from generalised targets to 
specific ones over which managers feel they can exert their control and authority.  
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[Discussing past incentive target results relating to employee satisfaction] 
'the score has come down and I thought I can’t control if we have one manager that 
has affected certain things (negatively) but then I shouldn’t be losing money on my 
[incentive] because of that so I asked from my [employee satisfaction incentive] one to relate 
to something I could control like the training side and it makes more sense… we hadn’t 
reached [Incentive] for a couple of years so it didn’t really matter that much, but last year I 
asked for them to be a little more fair'  
        (Human Resources Manager, Hotel B) 
 
In general, the issue of equity and fairness in the application of incentivised standards has not 
yet caused problems or dissatisfaction at Hotel B. This is largely due to the fact that the most 
challenging targets are set across the entire management team, for example a very strenuous 
training target relating to the number of annual training hours delivered was set for all 
managers. And while this target is regarded as being particularly strenuous to meet, there is 
an acceptance amongst managers that they all have similarly tough targets. As opposed to 
isolating and frustrating managers the common targets are a unifying factor at Hotel B. 
 
9.5.3 Entities with Upward Configurational Causal Influence 
 
1. Leadership (Code: Ops & GM) 
 
As Hotel B is not a particularly large operation it has an extremely flat organisational 
structure and in the words of the general manager ‘there is no hierarchy when it comes to 
being busy‘. As such, the causal power to influence measurement rests largely in the office of 
the GM. The GM takes responsibility for the forward planning and forecasting of hotel 
business as well as the guest satisfaction feedback, all productivity-related measurement, has 
an active role in health & safety measurement as well as quality auditing (although the latter 
two are the responsibility of individual managers). Due to the two-tier organisational 
structure, with experienced senior managers and more junior operational managers the 
general manager at Hotel B is strongly focused on developing the junior managers, and as 
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such takes some of their measurement & performance responsibility so that they can focus 
primarily on the guest but also so that they can grow into their managerial roles. The 
execution of the general manager's considerable causal power at Hotel B is further examined 
in Section 9.6.4 (page 228) 
 
2. Stability (Code: Stability) 
 
In general terms the management team of Hotel B can be considered relatively stable. On 
average, managers have worked at Hotel B for just under six years (mean 5.5) while 
averaging a tenure with HotelCorp of 7.5 years.  
 
 'I think we have a team here that a lot of them have been here quite a while, a lot of 
them know what we need to do'. 
       (Human Resources Manager, Hotel B)  
 
There are two distinct sets of managers at Hotel B those who have occupied their managerial 
positions since starting with the company and those that have been promoted up through the 
ranks of Hotel B to their current position. This is particularly the case with operational 
managers who have a tenure of between one-and-a-half and three years in their current 
management position but considerable experience within the property. These younger 
managers have considerable loyalty to their general manager whom they see as being the one 
who entrusted them with their role and the individual who is taking an active role in their 
professional development and growth. As a consequence of this balance of longer tenured 
and newer managers the power of stability is considered to be of medium strength.  
 
9.5.4 Entities with Upward Normative Causal Influence 
 
1. Autonomy (Code: Autonomy) 
 
The culture at Hotel B is difficult to assess in terms of autonomy: those senior managers who 
have considerable experience and knowledge of the property work in concert with Hotel B’s 
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general manager and have relative autonomy in terms of running their departments. They are 
more likely to take control and responsibility for their budgets and targets. However the 
younger, less experienced operational managers are being firmly guided by the general 
manager and to some extent by the financial controller as they learn their roles and 
responsibilities within the organisation. The culture of Hotel B could be regarded as moving 
towards autonomy with a clear focus on fully developing the financial and administrative 
responsibilities of operational managers and also on training staff members for succession to 
minimise the interruption of a staff member leaving.  
 
‘I suppose I'm always thinking of succession planning, 'cause if [staff member] goes 
in the morning, I can't have exposure in any area, …so alot of this thing is peace of mind for 
me that the place won't fall apart overnight if someone goes, or that I don't have to do it!’ 
   
       (General Manager, Hotel B)  
 
The pre-autonomous culture of Hotel B necessitates the more direct involvement by the 
general manager in the day-to-day of performance measurement as the team move towards 
building responsibility for performance outcomes into the roles of operational managers.  
 
2. Individual Professionalism (Code: Professionalism).  
 
The managers at Hotel B are undoubtedly highly motivated and continually provide evidence 
of wanting to achieve results beyond the standards set for them, the younger managers tend to 
see their continued professionalism as enabling their development and so they tend to 
embrace the efforts of senior management to train and develop them.  
[On management targets being set to develop managers] 
'I want to be very good, I want to excel at what I do, but they are just little goals for 
you to strive for, 'cause I don't feel I've mastered it yet'.’ 
       (Front Office Manager, Hotel B)  
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More senior managers display their professionalism through strong personal motivation to 
achieve regardless of goals or standards that are set for them. 
‘My own personal achievement is saving money, I put a value on my work here by 
what I save not what I spend …I'm always looking for every angle to save [money]. 
 
        (Facilities Manager, Hotel B)  
 
In the absence of an autonomous culture the professionalism of the team at Hotel B is a 
medium contributor to the performance focus of the hotel. This issue will be discussed in 
Section 9.6.2., page 225.  
 
Following the initial analysis of causal powers at Hotel B it is clear that entities with 
structural power and potential have significantly more influence (their powers are stronger 
and more active) than those entities which have normative power, this will also become clear 
in the second phase of the case analysis as most of the interactions deemed to have an 
influence on performance outcomes at Hotel B are in fact solely structural interactions rather 
than a mix of structural and normative causal powers. See Table 9.1 on page 224 for a 
summary of the causal entities uncovered by Phase One of the research at Hotel B. 
 
The proceeding analysis sought to examine the nine causal entities in the context of Hotel B. 
It sought not to describe the powers and potentials of these entities, (see Chapter 8, page 171 
or Figure 8.1, page 176 for a detailed examination), but paid particular attention to how the 
causal influence of these entities is expressed at the particular case hotel. While presenting 
the causal influences singularly aids our understanding the analysis must now move on to 
examine how the various entities and causal influences interact at Hotel B in order to explain 
how performance may emerge from the structural and behavioural powers and potentials of 
each entity.  
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Table 9.1:   Summary of the expression of causal entities at Hotel B.  
Entity  Category  Expression at Hotel B  Strength of 
Causal 
Influence 
HotelCorp DS Power of Hotel B does not frequently 
extend beyond the office of the GM, who is 
‘hands on’  
High  
Owners  DS New owners are making their presence felt 
on property becoming involved in target 
setting but still largely leaving management 
to HotelCorp  
High  
Technology DS Technology is frequently used by senior, 
desk bound managers but less so by 
operational management  
Medium 
PMS DN Sets work for some managers, for ops 
managers PMS interaction is controlled by 
GM and work apportioned as appropriate  
Low / Medium 
Incentive  DN Incentives are only a recent feature of work 
at Hotel B – do not seem to have a strong 
causal influence at the moment  
Low 
Leadership  US Likely to be the entity with the most causal 
power at Hotel B – the office of the GM is 
highly influential in directing the property 
towards the achievement of performance 
outcomes  
High  
Organisational 
Stability 
US The balance of experienced and junior 
managers allows for the performance 
maximization of the former and the 
development of the latter  
Medium  
Autonomy UN Autonomy is again split in the organisation 
with senior managers being relatively 
autonomous while operational managers are 
more tightly controlled & monitored. 
Development of an autonomous culture is 
ongoing  
Low / Medium 
Professionalism UN Managers are goal orientated, and want to 
do well – this is evident across the 
organisation  
High  
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9.6 Analysis Phase 2: Interaction of Entities which Generate Performance  
 
The second phase of the case analysis focuses on the interactions of the causal powers which 
are present at Hotel B. Three significant interactions which were found to have a direct 
impact on the measurement performance link were uncovered by the data; one other 
interaction which may have an important influence on performance in the future has also 
been included in this section.   
 
9.6.1 Persistently Exercised Powers 
 
Persistently exercised powers have been previously described as being omnipresent in the 
data, of being continually switched on and operating in the background. These persistently 
active causal entities come to light during phase two of the analysis which seeks to describe 
the interactions of the causal entities in the organisation. The data relating to Hotel B does not 
suggest any entities have a persistent causal power. What is seen from the data (and will be 
demonstrated further in Sections 9.6.2, below and 9.6.4, page 228) is that the powers of 
entities do not always penetrate fully to all layers of the organisation. In the case of Hotel B it 
is frequently observed that an entity’s power will cease to be expressed beyond the office of 
the general manager (see Section 9.5.3, page 220), or as was frequently reported in the initial 
analysis of causal entities that an entity’s power is switched on for certain members of the 
management team (generally those with greater experience in their role) and not for other 
members of the team (those inexperienced managers in operational roles).  
 
9.6.2 The Interaction of Technology, the PMS and Professionalism 
 
While operational managers may not interface daily with technology or the PMS, with that 
interaction being mediated by the GM, the job functions of financial controller and revenue 
manager have been considerably altered and while the fundamentals of measurement have 
not changed, the use of technology has allowed these positions to become significantly more 
forward-looking than previously and this has a positive impact on performance achievement, 
allowing the business to make better decisions.  
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 'This year has been a smarter year for us ...it’s well worth what we are doing now, it’s 
made a huge difference in terms of rate this year’ 
       (General Manager, Hotel B)  
 
As well as making smarter revenue decisions the automation of measurement, particularly in 
the financial area, has allowed for the pre-operational control of labour costs to be introduced 
at Hotel B, increasing operational efficiency. As operational managers begin to take a more 
active role in controlling their labour costs and budgets the delegation of control function to 
operational managers has provided the FC with more time to become forward looking and to 
pre-empt weaknesses in Hotel B’s business.  
 
 'I'd know now [90 day forecasting] if December is going to be bad or January's going 
to be bad, and I suppose you try to make corrective action before it happens … whats the 
strategy there, what are we going to do, now is the time to be doing it not waiting for a week 
beforehand, sometimes you might spot something three months out and you have to try to 
plug that gap'. 
        (Financial Controller, Hotel B)  
 
In this fashion, measurement is shaping the work that is undertaken, whether that is to deploy 
tighter controls on spending or to plug gaps in the revenues coming in to the hotel property, 
both of which have a positive influence on the bottom line. The use of technology and the 
PMS to direct work towards the goal of maximising revenues and minimising costs is aided 
by the professionalism of the team expressed by their desire to achieve at a high level. 
 'We can always increase wherever we can. Keep it going, keep driving it even further 
than we thought we could ever achieve. You wouldn’t, just bescause you have achieved a 
target, stop. I think its beating it and beating it by how much sometimes'. 
       (Revenue Manager, Hotel B) 
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It is evident that performance emerges from the interaction of these three distinct causal 
entities, technology and the PMS provide the data upon which the professionalism of 
individuals acts to correct or pre-empt performance issues. However, this emergence appears 
only to operate at high levels within the organisation and does not extend to the provision of 
service. The case provided no evidence that Hotel B is proactive in trying to pre-empt service 
issues, instead dealing with them after the fact and focusing on investigating and replying to 
service problems rather than removing them. That is not to say that customer feedback does 
not generate action plans. But as operational managers receive their PMS feedback from the 
GM, rather than directly, they may spend time fighting fires and consumed with operational 
work rather than planning and preventing future service failures.  
 'sometime we have to be a bit patient as well because [operational managers] are not 
always sitting at their desk, where we are to a certain degree, and you have to say look they 
are actually on the floor looking after guests'. 
        (General Manager, Hotel B)  
 
Hotel B has achieved significant performance improvements by harnessing the control 
mechanism (see Section 9.7.2, page 233) provided by its measurement activity, but there is 
still room for improvement and the advantages of organisational control could be further 
harnessed to produce emergent performance throughout the organisation rather than just 
relating to revenue and cost.  
 
9.6.3 Emergent Performance from Homogenous Interactions 
 
As with the previous case analysis the data highlights not just performance that emerges from 
the interaction of configurational and behavioural powers in heterogeneous interactions but 
also the combination of co- and contra -directional homogenous interactions which have an 
influence on the measurement-performance link. The data relating to Hotel B presents two 
such homogenous interactions, the first of which is distinctly impactful and is presented in 
Section 9.6.4, page 228. The latter interaction whose effect on performance is not currently 
determinable but certainly has the potential to be highly impactful in the future (see Section 
9.6.5, page 230) is therefore included for the purposes of completeness.  
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9.6.4 Emergent Performance from Contra-directional Configurational 
Interactions: The Interaction of HotelCorp & Leadership  
 
HotelCorp traditionally exercises its causal power by developing measurement which 
operationalises its four tiered strategy (See Appendix E page 402), by deploying 
measurement initiatives in areas such as energy management or sales and through its 
feedback mechanisms which determine whether or not performance standards have been 
achieved. As such, HotelCorp’s causal power is extensive and should be felt throughout the 
organisation, something which is not the case at Hotel B. 
While operational managers are aware of HotelCorp branding and the standards associated 
with that, HotelCorp’s causal potential does not seem to be a part of their everyday focus. 
This is due largely to the fact that the general manager of Hotel B effectively deals with the 
vast majority of measurement and standards related interaction with HotelCorp. Operational 
managers, for example have no direct access to HotelCorp’s guest satisfaction survey results 
or quality index results. These details are passed through from the general manager at daily 
meetings or informally, so the measurements have less ability to dictate the working day of 
the manager. The GM is effectively deploying a buffer mechanism (see Section 9.7.1, page 
231) to remove some of HotelCorp’s influence to direct work so that his managers can 
concentrate on two essential areas of operational management behaviour:  
 
1. Letting managers concentrate on the fundamental guest service relationship rather 
than worry about performance feedback.  
 'up to me to drive every HOD (Head of Department) to make sure their team are 
…talking to guests in the morning about breakfast ," what are you doing for your day?". The 
guys at the desk are saying "you’re welcome" and "enjoy the afternoon" ... a lot of it goes 
down to customer service and always keeping on top of it'.      
  
       (General Manager, Hotel B) 
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2. Instil financial responsibility into the less experienced operational managers.  
 '…but mostly what we're focusing on, over the last year, what I’ve seen a huge change 
in is figures and budgets. Whereas previously I wouldn't really have looked too much at the 
accounts side of things,now they are dragging us in more to it. To see how much we are 
making every month, how much we are spending, how much your staff is, how much your cost 
is, how much you are spending, so that we can sit down every week when we are buying 
things and ask do I have the money, the budget here to spend this? They are getting me to 
focus on cost more'.       
       (Housekeeping Manager, Hotel B) 
 
Both of these concerns emanate from the general manager’s own need to be ‘hands on’ in 
terms of monitoring measurement feedback and from an admission that some of the less 
experienced managers may have been rushed to their current positions and have a steep 
learning curve to deal with. In this regard, Hotel B’s general manager acknowledges that he 
has a responsibility to supervise these newer managers as they grow into their positions. It 
should be noted that HotelCorp have a more direct influence on certain managers, who often 
deal with and receive feedback from regional head office directly. However, those affected 
tend to be the senior managers in the organisation and the GM is frequently involved with the 
feedback to head office, sharing in revenue or financial feedback calls with the respective 
local manager.  
The key causal entity here is that of leadership: the GM who deploys the buffer mechanism to 
cushion the junior managers, in particular, from the influence of HotelCorp to allow the 
development of his operational managers to a point where they are fully versed in the 
fundamentals of their jobs and may be in a position to more directly interact with HotelCorp. 
The deployment of the buffer mechanism at Hotel B by its general manager is discussed in 
more depth in Section 9.7.2, page 233. 
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9.6.5 Emergent Performance from Co-directional Configurational Interactions: 
The Interaction of HotelCorp and Hotel Owners. 
 
The causal powers of the new hotel owners were judged in Section 9.5.1 (page 215) to be 
intermediate to high as the new owners were familiarising themselves, not only with their 
new property, but also with the hospitality industry in general. As such, the new owners were 
having both a direct and indirect impact: the direct impact included setting goals for the 
management of TripAdvisor which resulted in the incentivisation of the TripAdvisor ranking, 
and had the indirect impact of making managers spend more time expounding revenue and 
cost decisions.  
 '…at the moment just because of the new owners, it’s more emphasis on the owners at 
the moment. They have a lot of new requests, they want to see a lot of changes, they want 
obviously their own goals as well as the goals that are set by HotelCorp. So even though 
we've set our goals they have their own ideas and you have to make them happy as well'  
       (Revenue Manager, Hotel B)  
 
On balance, despite these impacts, the causal influence of owners does not conflict directly 
with that of HotelCorp as their goals are essentially the same, i.e. to maximise return. 
However, the method of reaching that goal may cause conflicts in the future as the new 
owners are extremely bottom line-focused whereas HotelCorp better understand the day to 
day requirements of running a hospitality business. 
 'I know their focus is completely bottom line, where the previous owner would have 
been more in reputation and get your word out there and stuff, these guys are just purely 
bottom line'. 
       (General Manager, Hotel B) 
 
The question of a potential conflict and who would win out in such circumstances was met 
with the following response: 
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 'years ago I would have said [HotelCorp], now the owners would probably win now, 
it depends on what level it’s at but the owners not just within here, but within other 
properties have a lot more involvement…the rumour is around Europe, the Irish owners are 
the hardest and they are getting a lot more involved. 
       (General Manager, Hotel B)  
 
While not currently an issue, the phenomenon of owners exercising their causal power more 
actively will clearly have an impact on performance outcomes in the future and further 
emphasises the importance of managing the relationship between owners and operators at 
Hotel B specifically and in general. The data certainly presents evidence of a harmonious 
relationship between the two causally influential entities, but one which may have a potential 
for conflict in the future. This conclusion lends further weight to the presence of an 
underlying harmonising mechanism operating in the background of this causal interaction, 
the harmonising mechanism at Hotel B will be examined more closely in Section 9.7.3 (page 
234).  
 
9.7 Analysis Phase 3: Abducting Mechanisms 
 
Once again, the final phase of the Critical Realist Case Method seeks to abduct the generative 
mechanisms of the Real which govern the Actual and give rise to the Empirical (See Section 
4.3 page 63). The last phase of the analysis uses the mechanism nomenclature introduced in 
Chapter 8 (page 171) to describe the three broad types of mechanisms present at Hotel B. 
However, the detail of how the mechanisms are expressed at the case property differ from 
those of the previous case as would be expected based on each property's unique causal 
entities and their interactions.  
 
9.7.1 Mechanism 1: The Buffer Mechanism  
 
The causal role of Hotel B’s leadership, embodied in the GM role, has been referenced 
throughout this chapter and naturally asserts itself in the mechanisms underlying the 
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measurement performance link at Hotel B. As such, the leadership at Hotel B provides a 
buffer mechanism, whereby the causal power of HotelCorp is not allowed to fully penetrate 
to all management levels of the organisation but rests mostly with the hotel GM and certain 
senior managers. This buffering role is significantly important for the less experienced 
managers at Hotel B as their GM keeps them focused on their development as managers and 
concentrating on the customer without getting bogged down in the detail of measurement or 
slavish adherence to standards (see Section 9.5.2, page 218). Effectively, this buffer is in 
place while senior managers teach junior management the full responsibilities of their role 
and removes the complication of dealing directly with HotelCorp measurement and 
initiatives so that the less experienced managers can grow into their role first and attend to 
measurement later.  
 
Figure 9.1: The GM Buffer between GM & HotelCorp (Buffer Mechanism).  
 
 
Source: Author  
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It is not that operational managers are unaware of HotelCorp, just that their dealings with 
them are limited and their interaction with measurements, standards and incentivised targets 
are all directed thorough the office of the GM. This teaching buffer deployed by the GM is 
unsurprising considering the pre-autonomous culture (Section 9.5.4, page 221) which exists 
at Hotel B and will continue as the apprentice managers develop in their roles and become 
more and more responsible for their departmental performance.   
 
9.7.2 Mechanism 2: The Control Mechanism  
 
In terms of the control mechanisms operating at Hotel B, the property must be considered at 
two levels: the veteran management level and the apprentice management / operational level. 
In the case of the veteran managers the use of measurement systems as traditional control, 
pre-operational control and pre-emptive control mechanisms are evident. Managers seek to 
control department costs or fill revenue gaps based on weekly forecasts but there is also a 
focus on preventing the reoccurrence of problems or pre-empting issues in the future. The 
balance between present and future focus is eased by the use of technology in measurement 
which allows a quicker response and the devolution of operational control down the 
organisational structure (see Section 9.6.2, page 225). In the case of the apprentice managers, 
responsibility for pre-operational control has become a part of their remit over the last two 
years as they are increasingly expected to manage the budgetary and financial sides of their 
departments, and in particular, labour cost. As these managers do not interact directly with 
feedback mechanisms (Section 9.5.2, page 218) there is a lack of focus on pre-empting 
issues, particularly in regards to service, where the drive of managers is towards investigation 
of problems and service recovery in line with Hotel B’s operational imperative of position 
rather than a desire to prevent the re-occurrence of service issues. 
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Figure 9.4: The Augmented Control Mechanism at Hotel B  
 
 Source: Author  
 
This type of control mechanism may be described as a limited control mechanism: it is clear 
and easily understood as it is applied but it has not yet percolated through to the entire 
organisation. This mechanism will be considered in the context of a cross-case analysis in 
Section 11.3.2 (page 273)  
 
9.7.3 Mechanism 3: The Harmonising Mechanism  
 
While the presence of a harmonising mechanism is not strongly evident from the data on 
interactions of causal entities at Hotel B, Critical Realist analysis allows for the abduction of 
causal mechanism in the absence of causal occurrence just as readily as in its presence. The 
current state of peaceful balanced relations between owners and operators could be a further 
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example of a consonant emergent performance from both parties ‘singing from the same 
hymn sheet’. As outlined in Section 9.6.5 (page 230) the owners have an input into the 
measurement and even target setting of managers at Hotel B. This atypical assertion of owner 
power is currently dovetailing with the measurement and performance direction being 
dictated by HotelCorp. This switching on of co-directional causal powers appears to be 
operating without apparent conflict and has had the performance improving result of, by the 
GM’s own admission, producing a more ‘focused’ and ‘sharper’ hotel general manager. This 
is once again an example of a consonant emergence as both parties are in agreement which 
leads to a positive performance outcome.  
As discussed in Chapter 8 (Sections: 8.6.1, page 177; and 8.7.6, page 200) the causal power 
of owners is rarely switched on, so for how long the current state of affairs, where the causal 
powers of both entities are not impacting negatively on performance can last, remains to be 
seen. The varying iterations of the harmonising mechanism are discussed further in Section 
11.3.3 (page 277)  
 
9.8 Conclusion  
 
As Hotel B is a relatively small property, the incidence of obvious causal interactions within 
the data is lesser, but the interactions which were observed led to the abduction of further 
mechanisms which explain the measurement-performance link at the property and also 
contribute to a broader understanding of the measurement-performance link in hospitality 
organisations. A third and final case study will now be presented for comparative purposes.  
 
 
 
 236 
 
Chapter 10:   Qualitative Research Results: Case 3 
 
10.1 Introduction  
 
This chapter presents the data relating to the final case study undertaken as part of the 
qualitative phase of the Sequential, Quantitative – Qualitative Explanatory Mixed Method 
investigation into the measurement performance link (see Section 4.7, page 74). The format 
of this chapter is similar to that of the previous chapters highlighting three distinct phases of 
analysis and presenting the data on causal entities (the Empirical), their interaction (the 
Actual) and the underlying generative mechanisms (the Real) operating in the data. This final 
case study contributes towards a fuller explanation of the measurement-performance link, by 
uncovering a causal entity not previously exposed in the data for Hotels A and B, and by 
presenting the interactions of causal entities in the context of a franchised property 
management contract.  
 
10.2  Case Context: Hotel C  
 
Hotel C is a medium sized (<150 bedrooms) 4 star hotel property located just outside a large 
population centre in the north-west of Ireland and close to the border with Northern Ireland. 
The property was built by a group of locally-based investors in 2004 and operated under 
management contract by HotelCorp from its opening until 2013. On January 1
st
 of that year 
the management contract with HotelCorp was terminated by the hotel owners and the 
property continued being locally managed under a franchise agreement. This new agreement 
effectively removed the day to day involvement of HotelCorp from the running of the hotel, 
but the property has maintained the brand flag throughout. Subsequent to the change of 
management agreement the property was overseen for a short period by a hotel consultant but 
for the past three years has been under the stewardship of an investor-appointed GM. Upon 
appointment the GM was given a very specific single remit, i.e. to turn around a flagging 
business, a property which had fallen into disrepair and which was developing service issues 
as a result. Repairs to the tune of € 1.1 million have been undertaken since 2013 and the hotel 
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has put itself into a position to take advantage of the upturn in the economy. In the three years 
under new management the wedding market has more than doubled and EBITA for 2015 was 
500% ahead of budgeted expectations. Nevertheless, the work at Hotel C is just beginning, 
with € 2.5 million worth of refurbishment set to take place in late 2016. As a result, the hotel 
is moving towards a much needed modernisation. It is envisioned that the hotel will continue 
to trade under the HotelCorp flag as a franchised property, and the focus of the refurbishment 
is to enhance the product for a greater return to its owners. For the past three years the hotel 
has not focused extensively on measurement or performance management, but on the repair 
of physical assets, service standards and the hotel's reputation. As the focus now shifts 
towards the growth and development of its business, the general manager of the hotel feels 
that 'we are only getting to a level now where we can put in a couple of metrics'.  
 
10.3  The Performance Measurement System (PMS) employed at Hotel C 
 
As a franchised property the performance metrics and measurement systems employed at 
Hotel C are, with the exception of core brand-dependant measurements, determined not by 
HotelCorp but by the hotel GM. In effect, Hotel C has all of HotelCorp's considerable 
measures and systems (See Appendix E, page 402) at its disposal but has the ability to pick 
and choose the metrics which it wishes to deploy, and the power to opt out of HotelCorp-
sponsored initiatives and programs. In fact, a significant factor highlighted by the case study 
will be that this property did not focus significantly on brand standards or measurement 
during the initial stages of its turnaround, focusing on day to day operations and service 
recovery, but now that it has achieved a certain performance standard it is beginning to 
embrace measurement in an effort to maintain and enhance performance and to motivate 
employees.  
The measurement that is evident at Hotel C focuses on HotelCorp's Four Pillars (see 
Appendix E, page 402): revenue & financial performance; property owner & shareholder 
satisfaction; customer focus; and the organisation's employees. However, this often takes 
place in a less formal manner than in either of the other (HotelCorp-managed) properties that 
have been investigated. Hotel C has, in the recent past, opted out of HotelCorp measurement 
initiatives like its employee satisfaction survey, but as highlighted in Section 10.6.3 (page, 
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227), is returning to the use of HotelCorp measurements since the improvement in its 
performance. Hotel C also falls within Bourne et al.'s (2013) criteria for a high-performing 
property, being that it is both profitable and growing.  
The analysis of the case data will now proceed in the manner adopted for the other two 
hotels. The initial analysis uncovers the primary entities which have causal power (or 
potential) to impact on the institutional mechanism of measurement; the interaction of these 
entities will be further examined in the secondary phase of the analysis, and finally, 
underlying generative mechanisms will be explored in phase three of the analysis.  
 
10.4 Administration of Case Study & Case Analysis  
 
Data were collected as outlined in Section 4.10.7 (page, 101). Approximately five hours of 
formal semi-structured interviews were conducted with managers at all levels of the 
organisation, a quality audit and floor walk through (two hours) was observed; finally a 
single 80 minute telephone interview with the general manager was also conducted after the 
site visit which was not carried out face-to-face due to scheduling complications. The 
opportunity to view documentary evidence to support the stated performance of Hotel C was 
largely unavailable due to the property being privately owned and managed and there was a 
general reluctance to allow the examination of internal documents relating to performance. 
However, staff members were very forthcoming during interview in relation to discussing the 
hotel property turnaround and performance. As with the two previous cases, the data were 
analysed in three distinct phases (see Table 8.1, page 176) in an effort to uncover a Critical 
Realist explanation of the measurement- performance link at the property. The analysis 
conducted at each phase is now presented in the sections below. A thorough analysis and 
comparison of all three hotel properties will be presented in Chapter 11 (page 260).  
 
10.5  Analysis Phase One: Uncovering the Entities with Causal Power  
 
Once again, great care was taken during the initial phase of the analysis not to engage in an 
inductive logic with regard to uncovering entities. The initial nine entities uncovered in the 
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previous cases were used for consistency but the researcher remained open to the presence (or 
absence) of other causal entities operating at Hotel C. Indeed, the data collected at Hotel C 
allowed for the discovery of another entity with causal potential which had not previously 
been observed. This entity, 'the franchise agreement', is fully defined and described in Section 
10.5.3 (page 246). As was noted in Section 9.4 (page 214) the nine initial causal entities 
found to be operating at Hotel C were essentially similar to those operating at the other hotel 
properties (for definition and explanation of these entities see Section 8.6, page 176) and this 
analysis will focus on how these entities are operating at Hotel C. As with the previous 
reporting of data; the ten causal entities and their descriptions will be presented below 
organised by their configurational or agential influence.  
 
10.5.1 Entities with Downward Configurational Causal Influence: 
 
1. HotelCorp (Code: HotelCorp)  
 
As Hotel C has changed from a managed property to a franchised property, the extent of 
HotelCorp's configurational causal power is extremely limited. HotelCorp have no say in the 
appointment of the management team, as this power rests with the owners (see Point 2 on 
page 242) and have very little say in the day to day running of the hotel property. With 
regards to measurement, Hotel C need only participate in two of HotelCorp's suite of 
measurements: the customer satisfaction survey and the quality management survey. When 
Hotel C does participate in HotelCorp measurement initiatives like the employee satisfaction 
survey, the results are not the purview of HotelCorp regional management but of the Hotel 
GM and, to a lesser extent, the owners of the hotel property.  
 
 '…nobody in [HotelCorp] can hit me over the head for my [Employee Satisfaction] 
result, they have no direct authority over me'. 
       (Human Resources Manager, Hotel C) 
 
The nature of the franchise agreement gives Hotel C relative freedom of operation and 
reduces the reporting and explanation of performance to head office. This comes as a boon to 
a smaller property which felt that it was sometimes overburdened with the levels of reporting 
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required by HotelCorp, so much so that it was turning managers into administrators rather 
than allowing them to focus on their jobs.  
 
[On reporting levels in the sales office]  
 'the reports these guys were doing were just maddening stuff, we are forgetting about 
what we are here to do, I'm here to manage the hotel and you are here to sell the hotel, get 
out there and sell it, filling in these reports for [HotelCorp] just doesn't make sense'. 
        (General Manager, Hotel C)  
 
Being a franchised property also gives Hotel C the opportunity to opt out of certain 
HotelCorp sponsored initiatives. The decision to participate, or not, in some HotelCorp 
initiatives is frequently based on financial implications. For example, a recent room service 
initiative was rejected as it would have incurred a € 10,000 investment in crockery and 
materials for a hotel which does not do enough room service to justify that type of expense. 
Hotel C has adopted the new room service menu but also has the freedom to say no to the 
added expense of fully implementing an initiative that has become a brand requirement for 
managed properties.   
 
 'The only difference, if you are a managed property, is the head office can impose a 
lot of things on to you, good or bad, with the franchise you still have the option to say no'. 
        (Operations Manager, Hotel C)  
 
HotelCorp retains the right to remove the brand flag if the hotel does not consistently meet 
the brand standards for quality, so to some extent it does still have configurational power, but 
this is limited. One of the first issues that the new general manager had to deal with was 
Hotel C's failure of its HotelCorp mandated quality audit, the danger being that failure of a 
re-audit would jeopardise the retention of the HotelCorp brand. However, the hotel in general 
was in very poor condition and:  
 'brand standards were very low on the agenda, that wasn't what was wrong with the 
property'. 
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        (General Manager, Hotel C) 
However, with time, as the hotel’s performance has stabilised the importance of maintaining 
the HotelCorp quality standard has reasserted itself.  
 'we must achieve the minimum pass rate, there is no deviation from that'. 
        (General Manager, Hotel C)  
 
It is evident that the HotelCorp configurational causal power is effectively switched off by 
the franchise agreement (see Section 10.6.5, page 255); the move from managed property to 
franchise agreement has significantly reduced the ability of HotelCorp to exert causal power 
on the measurement and, particularly, feedback practices at Hotel C. Although some 
performance-measurement is still required by the franchise agreement, the ability of 
HotelCorp to exert configurational power limits its ability to control performance outcomes 
at the property. However, as will be seen throughout the case, as Hotel C's fortunes improve, 
there is a move to engage with measurement in an effort to manage and improve the hotel’s 
own performance (see Section 10.6.3, page 253). A graphical representation of the 
configurational powers of HotelCorp at Hotel C is presented in Figure 10.1 on page 242. 
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Figure 10.1: The Competing Causal Influence of HotelCorp and the Hotel General Manager 
 
 
Source: Author  
 
 
2. Owners & NAMA (Code: Owners & NAMA) 
 
Hotel C has, at no time in its history, had any involvement with the National Asset 
Management Agency (NAMA) and has since its development resided in the ownership and 
control of its four original investors. The owners have demonstrated a switching on of their 
usually dormant causal power, by changing the nature of their relationship with HotelCorp 
from that of a management contract to a franchise agreement. As has already been noted, this 
change in terms has significantly reduced the configurational power of HotelCorp and now 
bestows configurational power on the hotel owners, most notably in their direct appointment 
of a hotel general manager.  
The reasoning behind the move from managed to franchise property was a simple one: the 
owners did not feel that the property was being run to its full potential by HotelCorp and 
wanted a better return on their investment. The decision was made to retain the HotelCorp 
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brand as it has both national and international cachet and would avoid a rebranding exercise. 
By 2013, the hotel property was a 'flagging business' and in the words of the GM, 'handed 
back to me in very poor condition, which was my immediate concern'. Whilst the remit of the 
owners was very clear, to turn around the business, once they had exerted their 
configurational power in appointing a GM they returned to a position of not being involved in 
the day to day running of the property, effectively switching off their causal power once 
again and letting the general manager get on with the job at hand without interference and 
requiring only the most basic of reporting.  
 'I live and die by my own sword, it's a fantastic relationship, they [Owners] don't 
want to get involved, I meet with them on a quarterly basis and then there is one owner 
[living locally] who is the most involved and we probably chat on the phone once a week. 
From a reporting perspective it's monthly accounts, they don't want a weekly. They are very 
in tune with the perception of the hotel in the locality and the reputation, they went through 
some tough years here, where they would be aftraid to ask how you got on…, locally the 
property has shrugged off it’s legacy'. 
        (General Manager, Hotel C) 
 
In this instance the switching on and off of the causal power of the owners of Hotel C seems 
to have reaped very positive benefits for the property. With the GM being given carte blanche 
to achieve the recovery of the hotel the focus of measurement is almost entirely at his 
discretion (see Section10.6.3, page 253) and the intermittently exerted causal power of 
owners is one which has a significant impact on both the measurement and on the 
performance outcomes at Hotel C. The interaction of various stakeholders including the 
owners of the property in the measurement-performance link is examined further in Section 
10.6.5 (page, 255).  
 
3. Impact of Technology on Measurement (Code: Technology)  
 
Beyond the use of spreadsheet programs and the Internet to access social media feedback and 
HotelCorp's formal guest satisfaction survey, there is little evidence of technology-based 
measurement at Hotel C. As such, the causal power of technology is regarded as being quite 
low. While some computer systems are in use there is a lack of integrated technological 
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solutions at the property. For example the revenue manager has no access to systems beyond 
the PMS and STR (Smith Travel Research) data with which to forecast revenue and rate and 
the financial controller operates without an integrated payroll system, having to manually 
reconcile staff working hours with the Human Resources (HR) systems. Both managers 
would like to have more technology at their disposal to automate and to speed up routine 
tasks which are currently time consuming. Both managers also believe that automated 
systems would improve their responsiveness and decision making capabilities, but are 
confident that good decisions for the hotel property are still being made. However, the lack of 
technology remains somewhat of an issue.  
 
 ‘I think I could make better decisions if I had those tools, it could be a faster reaction’ 
        (Revenue Manager, Hotel C)  
 
 As always with Critical Realist analysis the absence of a causal power can indicate the 
presence of an underlying causal mechanism just as readily as the presence of one. This is the 
case in regard to the role of technological measurement at Hotel C where its lack of influence 
has an impact on the underlying generative mechanism at work. This will be discussed in 
Section 10.6.2 (page 252) and in Section 10.7.2 (page 258).  
 
10.5.2 Entities with Downward Normative Causal Influence 
  
1. The Measurement System’s impact on Working Behaviour (Code: PMS & Work) 
 
As a franchised property, Hotel C engages with HotelCorp's customer satisfaction survey and 
its quality measurement audit. However, access to these systems is limited to the general 
manager and the operations manager who use the system on a daily basis. Pertinent feedback 
is delivered to all department heads at a weekly operations meeting or may be passed to a 
particular manager if requiring immediate attention. Most guest feedback (including that 
received through TripAdvisor.com or Booking.com) generates management action but the 
PMS does not directly impact on the working day of most of the managers at Hotel C. 
Complaints are judged to fall into two categories: those relating to service issues and those 
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relating to the physical condition of the property. Complaints relating to physical issues at the 
hotel are taken seriously but up until very recently the capital investment required to remedy 
such issues (including air-conditioning and Wi-Fi provision) was simply not available: 
 'there were a lot of things that need to be fixed here that were out of [staff] control, it 
was like trying to fight someone with one hand tied behind your back'.  
        (General Manager, Hotel C) 
  
Service-related issues are usually down to 'taking our eye off the ball' (General Manager, 
Hotel C) but are resolved through training and attention to detail. On balance, the influence of 
the PMS on the conduct of work is quite low but HotelCorp's customer satisfaction metrics 
are seen to be a useful tool in managing the hotel. 
 
'[HotelCorp's Customer Satisfaction measurement] is a great tool. Iinitially we were like, do 
we really need to know so in-depth, that was any persons feeling ‘cause it was quite 
extensive...but once you see the fruits of it. After a while it makes a hell of a lot of difference.’ 
        (Operations Manager, Hotel C)  
 
In general, the PMS does not impact on the daily work of managers at Hotel C. Issues are 
highlighted on a case-by-case basis and reviewed at the weekly management meeting. For 
most of the operational managers the focus of the working day is dealing with customers and 
ensuring a smooth running of operations and is more likely to be influenced by immediate 
operational requirements than by checking on feedback and measurement reporting. The 
interaction of technology and the PMS and its impact on performance will be examined 
further in Section 10.6.2 (page 252). 
 
2. Incentive Scheme (Code: Incentive Scheme)  
 
Only three members of staff at Hotel C are currently receiving any type of incentive related 
payment and the reward scheme employed is quite simple in its application, with only one or 
two incentivised targets being tied to a financial inducement. The revenue manager and sales 
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manager receive incentives based on revenue generated, while the GM is incentivised solely 
on the EBITA of the hotel property. In the last year (2015) the owners did authorise a 
contribution to all of the staff members in recognition of their commitment to the turnaround 
of the hotel and as a thank you for their efforts, rather than an incentive for a specific 
performance outcome. Again, this is an example of the owner causal power being 
intermittently turned on.  
During HotelCorp's tenure managing the property, incentives were never a focus for team 
members as the hotel never achieved a profit. In that regard, the majority of the managers at 
Hotel C have never received incentives and so do not see them as a particularly motivating 
factor. The normative power of incentives at Hotel C is judged to be quite limited as 
incentives apply to so few managers. However, this may change in the future with the 
introduction of a more comprehensive measurement and incentive system (see Section 10.6.5, 
page 255). 
 
10.5.3 Entities with Upward Configurational Causal Influence 
 
1. Leadership (Code: Ops & GM) 
 
The general manager of Hotel C has the largest single causal impact on measurement and 
performance at the property. As Hotel C moves out of its recovery phase towards consistent 
growth the GM recognises the need for measurement to direct the performance of the 
property, and to provide a reporting instrument for owners. Central to this process has been 
the decision this year to re-engage with the some of the available HotelCorp measurement 
tools, in this case, the employee satisfaction survey. 
The GM sees measurement as part of a structured approach to improving the performance of 
the property and is using his configurational power to set those structures up within Hotel C 
by accessing the HotelCorp tools at his disposal. While already responsible for the informal 
direction-setting within the organisation, the deployment of measurement will give a formal 
direction to and feedback on performance outcomes at the property. One of the key causal 
powers of the GM at Hotel C is that of maintaining a relationship with HotelCorp while 
retaining its independence as a property and its freedom to determine the scope and scale of 
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measurement which it currently uses. This particular interaction of causal influences is 
described more fully in Section 10.6.5 (page 255). 
2. Stability (Code: Stability)  
 
Due to the rural location of Hotel C, staff turnover is not really an issue for the company: 
once employees come to the company they tend to stay. There is a great deal of stability 
amongst the management team, particularly in the operations side of the hotel where there is 
an average tenure of eight years. Although some of the senior managers are relatively new, 
there is a core group who have been with the hotel since its opening and are bedded down in 
the property and know their jobs and how to work well with other staff and customers. The 
general manager recognises the value of this stable working environment to the performance 
of Hotel C and views his role as being supportive of their expertise. Moreover, the impressive 
turnaround of the hotel property in the last three years would seem to be an indication of the 
stability of the team and their openness to change, resulting in the significant growth and 
improvement in standards and service.  
 '…its a reflection on the team and service, that's our saving grace'. 
        (General Manager, Hotel C)  
 
 
3. The Franchise Agreement  
 
The franchise agreement is the tenth entity which the data show to have considerable causal 
power. Clearly this was not an entity which was present in either of the previous case studies 
but its influence on the measurement-performance at Hotel C is sufficiently noteworthy to 
merit its inclusion in the first phase of analysis. The franchise agreement limits HotelCorp’s 
ability to dictate measurement and management initiatives at the hotel property and also their 
ability to control performance through measurement systems. In effect, the GM is empowered 
by the franchise to pick and choose which measures with which he wishes to engage. As seen 
in the previous section, Hotel C has deployed some of HotelCorp's measurement systems, 
like the employee satisfaction survey, to benchmark its own performance. However, this was 
entirely at the behest of the general manager. All of the managers who have worked under 
both regimes prefer the franchise agreement as it gives Hotel C the ability to ‘be an 
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independent property with a brand flag’ and to avoid some of the ‘nonsense’ and ‘madness’ 
associated with the levels of reporting which was previously required by HotelCorp and 
which does not, according to these individuals, add to the performance of the property. In 
fact, the freedom generated by the franchise has allowed the property to better serve markets 
which it could not previously.  
 'The franchise gives us the freedom to opt in and out and to develop the part of our 
business that works, which is a part of the business that [HotelCorp] has no understanding of 
… the wedding market'. 
       (Human Resources Manager, Hotel C)  
 
The causal power of the franchise agreement and its interaction with other casual entities is 
described further in Section 10.6.1 (page 251) and 10.6.5 (page 255).  
 
10.5.4 Entities with Upwards Normative Causal Influence 
 
1. Autonomy (Code: Autonomy) 
 
The culture at Hotel C could not be described as autonomous. Although many of the senior 
managers have both considerable tenure and experience at the property, the general manager 
is clearly the individual who sets the tone for performance standards and measurement at 
Hotel C. As the property has a relatively flat organisational structure the GM views his 
responsibility as creating an environment where employees can achieve the goals that are set 
for them. In this way, he is autonomous in setting the direction and standards of the hotel and 
to deploy measurement at will, which is a stronger causal influence that that of the individual 
managers’ autonomy.  
 'I'm a big believer that these guys are the experts so I really push them to do their job 
the best that they can , but give them the right tools to do that job as well, and the right 
enviornment'. 
        (General Manager, Hotel C)  
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Even though the causal potential of autonomy could be considered to be of low strength at 
Hotel C, it is the autonomy of a single individual, the general manager, which tends to have 
an influence on the performance- measurement link at the property. This role is examined in 
more detail in Section 10.6.3 (page 253). 
2. Individual Professionalism (Code: Professionalism)  
 
 The management and staff at Hotel C frequently demonstrate a willingness to achieve 
beyond the standards set for them and they seem in general to be quite proud of the 
turnaround that has occurred at the property over the last three years. They are well aware 
that they must ‘keep their eye on the ball’ (Facilities Manager Hotel C) and maintain 
standards to continue the impressive performance at the hotel. Managers display their 
professionalism and commitment by expressing their desire to always be ahead of the 
performance targets that are set for them.  
 ‘I always strive to be better than what the brand wants, you always want to be one 
step ahead’  
        (Facilities Manager, Hotel C)  
 
The causal power of professionalism is regarded as being of medium strength as it does exert 
itself in one of the interactions observed in the second phase of the research, but in general it 
is overshadowed by the very strong influence of the hotel GM.  
 
The first phase of the analysis of causal powers uncovers a powerful and previously 
unidentified entity, the franchise agreement, which has considerable influence on 
measurement at Hotel C. The analysis also uncovers a property where structural powers 
appear to be stronger on the whole than normative powers, but as demonstrated in Section 
10.6.4 (page 254) it is in the interaction of the causal powers and their underlying generative 
mechanisms that the reality of the measurement-performance link at Hotel C can be 
uncovered. Table 10.1 on page 250 briefly summarises the entities uncovered at Hotel C and 
their causal influence.  
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Table 10.1:  Summary of the Expression of Causal Entities at Hotel C. 
 
Entity  Category  Expression at Hotel C  Strength of 
Causal 
Influence 
HotelCorp DS Power of HotelCorp is limited by the 
franchise arrangement under which Hotel C is 
operated. Little or no configurational power 
except in enforcing quality standards for Hotel 
C to retain brand.  
Medium  
(Limited use) 
Owners  DS Owners exerted power to change management 
agreement with HotelCorp, and to appoint 
new management, since then have been 
uninvolved leaving management to their 
appointee  
High  
(Very Limited 
Use)  
Technology DS Technology is limited at Hotel C , no 
integrated systems reliant on manual 
compilation of reports  
Low  
PMS DN PMS interaction is controlled by GM and 
work apportioned as appropriate  
Low 
Incentive  DN Incentives are only available to a limited 
number of staff members and do not seem to 
have a strong causal influence  
Low 
Leadership  US Has considerable causal power and is leading 
the move towards incorporating more 
measurement. Also a key figure in 
implementing the causal power of the 
franchise agreement and managing the 
relationship with HotelCorp. Has begun to 
implement more measurement as the property 
moves out of its recovery strategy  
High  
Organisational 
Stability 
US A strong stable team who have been 
supportive of the supportive of the recovery 
strategy and instrumental in its success   
Medium  
Franchise 
Agreement  
US  Gives effect to the power of the GM to opt in 
and out of measurement as required and limits 
interference from Hotel Corp  
High  
Autonomy UN Autonomy is most obviously possessed by the 
GM who has been given carte blanche by the 
owners to run the property. Autonomous 
culture is somewhat evident at lower levels in 
the organisation 
Low  
Professionalism UN Managers want to succeed beyond the 
standards and targets set for them.  
Medium  
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10.6 Analysis Phase 2: Interaction of Entities which Generate Performance  
 
Moving on from the uncovering of the ten entities which have causal power, the analysis now 
goes to phase two where the interactions and interplay of entities and their causal power are 
examined in the context of Hotel C. Despite the small size of the hotel property, three 
interactions of note have been uncovered from the data and these have a strong influence on 
the measurement-performance link. Each of the interactions will be presented in more detail 
in the sections that follow.  
 
10.6.1 Persistently Exercised Powers 
 
Once again, the second phase of analysis of the case data for Hotel C allows for the claim for 
entities with persistently exercised powers, those which are omnipresent in the data and 
appear to operate in and around all facets of measurement which are undertaken at the 
property. At Hotel C the entity with omnipresent causal potential is the franchise agreement. 
This agreement effectively switches off and on the causal power of various other entities 
within the organisation including the casual power of the owners, of HotelCorp, and of the 
GM (leadership entity). The measurement utilised at Hotel C is, in effect, a function of the 
franchise agreement, i.e. it meets the requirements of the contract. Inversely, the ability to use 
discretion in the type and extent of measurement undertaken at the property is also a function 
of the franchise terms. It is fair to say that the majority of causal interactions which influence 
the measurement-performance link at Hotel C are influenced either directly (see Section 
10.6.5, page 255) or indirectly by the measurement requirements of the existing management 
contract (see Section 10.6.2, page 252). Therefore, the franchise agreement is judged to be a 
persistently exercised power which has the ability to influence the causal potential of other 
entities in the organisation.  
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10.6.2 The Interaction of Technology and Professionalism 
 
While previous case studies have noted the interaction of technology, performance 
measurement systems and professionalism, Hotel C does not achieve this triad of causal 
interplay. This is largely due to the fact that interaction with the PMS is limited to the GM 
and the general lack of sophisticated technology and integrated computer systems at the 
property. Due to the franchise arrangement Hotel C is not required to have the complex 
networked and technologically-driven measurement and reporting that is evident in managed 
properties. In spite of this, what technology is available is used by individuals; in particular 
the financial controller to analyse and make corrections to performance at the hotel. This 
interaction is indicative of the presence of a control mechanism (see Section 10.7.2, page 255, 
for further details). While not a complex interaction, the use of spreadsheets for forecasting 
and the individual managers’ experience combine to allow the organisation to control its 
major revenues and expenses and to highlight and examine deviation from budgeted figures.  
[On labour cost levels]  
 '…most of time you can predict, there are very few surprises'. 
        (Financial Controller, Hotel C)  
 
Even though there is a significant emphasis on the control of labour cost at Hotel C, the lack 
of technology frequently means that costs are analysed after they are incurred in the 
traditional manner of financial control. Even though there are very few surprises a portion of 
the financial controller’s time is spent retrospectively looking into why performance deviated 
from budget. At Hotel C there is no evidence of the control function being devolved down the 
organisational structure and it resides solely in the office of the financial controller. 
While not the pre-emptive control that was available in the other case properties, the 
interaction of technology and individual professionalism (which are judged to have low and 
medium causal power respectively) is still an important function for the control and 
management of performance at Hotel C and is still indicative of the presence of an underlying 
control mechanism, even if not a particularly potent one. The underlying control mechanism 
at Hotel C is discussed in Section 10.7.2 (page 258).  
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10.6.3 The Interaction of HotelCorp, Leadership and Autonomy  
 
Central to the successful turnaround of Hotel C have been the standards set and the direction 
given to the organisation by the hotel general manager. Under the terms of his employment 
the general manager has been given singular responsibility for the operation and performance 
of the property and it is through the interaction of this autonomy of action, the causal power 
of the GM positon and his interaction with HotelCorp measurement initiatives that has had a 
distinct impact on both measurement and management at the property.  
As outlined in Section 10.5.1 (page 239) the hotel owners have given the GM carte blanche to 
revive the fortunes of the property and this has been the focus over the preceding three years. 
As Hotel C returns to profitability and the crisis situation at the property has ended the GM 
feels that the time is ripe for the hotel to begin to deploy measurement for the improvement 
of performance:  
 '…we are only getting to a level now where we can put in a couple of metrics'.  
 
        (General Manager, Hotel C)  
 
This decision is entirely the consequence of the leadership causal power endowed in the 
office of the GM and to his mind is the natural culmination of the recovery process and sound 
planning for the future.  
 'At this stage, 3 years into the journey, we have really upped our game and we are in 
a good place, but I think now to keep; we can't keep growing at the rate we're growing,we 
can't keep on improving at the rate we've improved so it gets harder and harder, and while 
we always did have meetings and very much always talking to the managment team, if you 
haven't a structured approach now; you know really having targets documented on a 
monthly, annual basis you know its just driving them on that bit more and making sure that at 
a minimum we are achieving last years results. Whether its financial or [Employee 
Satisfaction] or guest feedback scores. We're going to spend a lot of money on the hotel in the 
next two years and we have to show a return to the owners'. 
        (General Manager, Hotel C) 
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Beyond using the causal power of leadership and autonomy, Hotel C's GM has used the 
limited causal influence of HotelCorp to direct measurement by employing, for the first time 
in several years at the property, the HotelCorp employee satisfaction survey. This 
measurement tool is entirely optional for franchised properties but:  
 
 'I felt it was important for me to know what their view [staff] is on everything cause I 
can sit here in the office thinking everything is rosy and it might not be or there might be 
areas that we are not meeting their expectations. I felt [HotelCorp Employee Satisfaction 
Survey] isn't the best survey but everyone was familiar with it and it would give us a gauge 
on a number of key points so I thought it would be a worthwhile exercise and it has proven to 
be.’ 
 
        (General Manager, Hotel C)  
 
 
The deployment of discretionary HotelCorp measurement to improve performance is an 
example of a buffer mechanism (see Section 10.7.1, page 256, for a detailed examination) 
whereby the GM is directly influencing the extent of involvement of HotelCorp in the 
measurement activities at the property. In this case, after an extended period without 
significant external measurement, the GM welcomes it in order to improve performance.   
  
10.6.4 Emergent Performance from Homogenous Causal Interactions 
 
As with the previous cases, Hotel C offers some evidence that indicates the emergence of 
performance from a homogenous causal interaction. In the other hotels, an important 
homogenous interaction was the co-directional interplay of owners and HotelCorp which was 
found to be influential on measurement and performance. In the case of Hotel C, the presence 
of the franchise agreement entity which is persistently exercised (see Section 10.6.1, page 
251) alters the influential homogenous bipartisan arrangement and transforms it into a contra-
directional tripartite arrangement which is described in section 10.6.5 on page 255.  
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10.6.5 The Interaction of HotelCorp, Owners and the Franchise Agreement 
 
As has been noted the day to day management and operation of Hotel C is the sole 
responsibility of the general manager; appointed by the owners and operating the property 
under the HotelCorp brand flag by franchise agreement. The general manager's causal 
influence has been discussed in both Section 10.5.2 (page 244) and Section 10.6.3 (page 
253), but a mention must now be made of the interaction of the three causal entities which 
have an impact on the GM's ability to exert causal influence. The harmonious interaction of 
the causal powers of the hotel owners, the franchise agreement and HotelCorp all contribute 
to vest authority into the office of GM, which he then wields with significant causal impact.  
The relationship between HotelCorp and the hotel owners can be described as cordial, with 
no animosity due to the move from managed contract to franchise arrangement.  
 'We are very supportive of the brand, extremely supportive of the brand'. 
        (General Manager, Hotel C)  
The retention of the brand flag was a key element in the decision for the hotel owners to 
continue their relationship with HotelCorp, which has a significant national presence and 
reputation in Ireland and while the presence of the brand brings certain expectations, and cost 
implications, Hotel C has achieved a balance between the sometimes sterile service of a 
branded corporate property and a parochial small business.  
‘In a rural location the brand can sometimes scare people, there is a perception that 
you are expensive - when it’s really a hotel owned by local people ran by local people. Thats 
been difficult for us to break down we've focused in on trying to soften the brand locally’. 
       (General Manager, Hotel C) 
The relationship with HotelCorp as it currently stands is facilitated by the franchise 
agreement which binds together a group of non-participating owners and the brand in a 
mutually agreeable and mutually beneficial arrangement. The franchise agreement allows the 
owners freedom to appoint their own managers and have more control over the day-to-day 
running of the property (even though they currently do not exercise this power) while taking 
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advantage of group-level access to distribution channels and marketing. At the same time, 
HotelCorp maintains its market presence; a significant reputational improvement over the last 
three years and with improved revenues at the property improved franchise fees. The nature 
of the agreement between Hotel C & HotelCorp, as discussed in Section 10.5.3 (page 246) 
and Section 10.6.1 (page 251) grants Hotel C some independence of action in non-traditional 
market segments and provides the option for Hotel C to withdraw from those HotelCorp 
sponsored initiatives which might be onerous. Both of these things have been advantageous 
to the performance of the business. Similarly, the franchise allows the hotel to include itself 
in that which may improve performance, as can be seen from the recent return to HotelCorp 
employee satisfaction measurement (see Section 10.6.3, page 253). It is the franchise contract 
which allows both parties to benefit from their partnership and to achieve a harmony of 
causal power which, in the case of Hotel C, has had a positive impact on performance 
outcomes. The harmonising mechanism underlying this interaction will be assessed in more 
detail in Section 10.7.3 (page 259).  
 
10.7 Analysis Phase 3: Abducting Mechanisms 
 
The case study of Hotel C now moves into its final phase where the underlying mechanisms 
of the Real which generate the interactions of the Actual (described in Phase 2, Section 10.6, 
page 251) and are recorded in the Empirical (Phase 1 Section 10.5, page 238) are now 
presented. These mechanisms are grouped for consistency into the same categories as in the 
previous chapters (see Chapter 8, page 171 and Chapter 9, page 213) but in practice they 
represent differing operationalisation of a particular category of mechanism. In Critical 
Realist terms they are the mechanisms which are influential in the context of the particular 
case being examined; this concept will be discussed more fully in the cross-case analysis 
presented in Chapter 11 (page 260).   
 
10.7.1 Mechanism 1: The Buffer Mechanism  
 
The GM at Hotel C undoubtedly acts as a buffer between his organisation and HotelCorp. 
What is unique about the buffer is that in this instance the causal power of the GM is stronger 
than that of HotelCorp (see Section 10.6.3, page 253). A key element in this buffering 
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mechanism is the discretion of the GM to interact with measurement. Given the focus for the 
first three years of leadership was the recovery and return to profitability of the hotel an 
engagement with measurement beyond the most basic interaction was not a concern at Hotel 
C. However, as fortunes have been reversed there is now a slow rapprochement and a return 
to engagement with HotelCorp measurement, all the while retaining independence of action 
on the feedback provided by the measurement system.  
Figure 10.1 (Reproduced): The Competing Causal Influence of HotelCorp and the Hotel 
General Manager  
Source: Author  
The buffer in existence at Hotel C is termed a triage buffer as the general manager has the 
authority to apply measurement where, when, and how he sees fit to direct the performance 
of the property. The franchise agreement allows for the existence of the triage buffer as the 
GM retains responsibility for both the deployment of the measurement activity and the 
response to the feedback. While still using HotelCorp measurement and standards the GM 
can benchmark Hotel C against other properties without having the involvement (or 
interference) of the regional management structure. The GM can direct measurement to 
particular areas as required and opt in and out of measurements as the needs and performance 
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focus of the property change and develop. It may well be that as the performance at Hotel C 
continues to improve there may be a deepening of the use and engagement with HotelCorp 
measurement, but at all times the GM is the lynchpin for this decision and that sovereignty is 
dictated by the franchise agreement and the hotel owners and not by HotelCorp. A deeper 
discussion of the triage buffer in the context of a cross-case analysis will be forwarded in 
Section 11.3.1 (page 270).  
 
10.7.2 Mechanism 2: The Control Mechanism  
 
The control mechanism at Hotel C is an example of a traditional lagging indicator control 
mechanism. Measurement and control responsibility are vested in the office of the financial 
controller and the focus is on corrective or explanatory actions after the performance has been 
achieved. The traditional control function is represented diagrammatically below. 
 
Figure 10.2: Lagging indicator control mechanism (traditional control mechanism). 
 
 
 
 
While widely criticised in the performance measurement literature (see Chapter 2, page 10; & 
Chapter 3, page 39) the existence of traditional control mechanisms is still common in 
smaller businesses that have neither the knowledge nor the budgets to invest in modernisation 
of their control function. This is certainly the case in Hotel C which is not required to install 
the network technologies of other HotelCorp properties and has its financial imperatives set 
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on improvement of the product it is offering rather than on updating back-office technologies. 
The role of the lagging control mechanism as part of the measurement-performance link will 
be discussed in Section 11.3.2 (page 273) 
 
10.7.3 Mechanism 3: The Harmonising Mechanism  
 
Once again, the harmonising mechanism underlying causal interactions at Hotel C is an 
example of a consonant emergence, the difference in this case being the involvement of three 
parties rather than the two previously reported in Sections 8.8.3 (page 208) and 9.7.3 (page 
234). Here, we see the coming together of three causal powers. Again, what is achieved here 
is not a balancing of the mutual powers as they all have differing strengths and, in this case, 
intermittent triggering, but a harmonious interaction where the powers of different pitch and 
timing still manage to come together to produce a mutually beneficial emergent performance, 
which satisfies all of the participating parties. A further study of the consonant emergence in 
the general context of the measurement- performance link will be discussed in Section 11.3.3 
(page 277).  
 
10.8 Conclusion  
 
Despite being the smallest property investigated, Hotel C has nevertheless provided an 
interesting and unique case providing data which allowed for the examination of a previously 
unexplored entity which had significant causal influence on the measurement-performance 
link. Hotel C also very clearly demonstrated another aspect of the Critical Realist viewpoint: 
that the mechanisms at work in a particular context may be very closely aligned and may 
even work in tandem to have an influence on The Empirical. Finally, as Hotel C is managed 
under franchise agreement rather than by management contract it will also provide a useful 
counterpoint for cross-case analysis, which will now be conducted in Chapter 11.  
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Chapter 11 Cross-Case Analysis  
 
11.1 Introduction  
 
The purpose of this chapter is twofold: firstly, to report on a cross-case analysis which seeks 
to answer the quantitative research questions posed in Section 4.2 (page 58); and secondly to 
consolidate the data from both qualitative and quantitative phases of research undertaken and 
present a unified analysis of all of the results combining the data outlined separately in 
Chapters 6, 7, 8, 9 and 10 (pages 123, 149, 171, 213 and 236 respectively) into a singular 
narrative which will seek to answer all of the research questions, both quantitative and 
qualitative, outlined in Section 4.2. (page 58). This narrative is not only intended to be 
expositional, but also to conclude the sequential quantitative-qualitative mixed methods 
research project by integrating quantitative and qualitative findings and presenting a cohesive 
Critical Realist analysis of the measurement-performance link (see Section 12.2, page 298). 
This will achieve the final objective of the research project which was to provide a coherent 
response to the overall mixed method question driving this inquiry.  
What is the nature of the measurement-performance link in the hotel sector?  
This chapter will now present a cross-case analysis with discussion and thereafter briefly 
review the objectives of both phases of the research undertaking and presenting answers for 
the research questions under Critical Realist terminology, beginning with the Empirical, that 
which is observed or experienced (i.e. recorded in quantitative data). Following on from this 
the Actual (the interaction of causal entities which generate events) will be examined from 
the aggregated case study data in order to provide a deeper explanation of that which was 
uncovered by primary quantitative research. Finally, the Real, which will be uncovered from 
the abduction of generative mechanisms underlying the Actual and explaining the Empirical, 
will be forwarded. The overall analysis will also highlight sector-specific examples of several 
key features of Critical Realism which have been highlighted in the literature and outlined in 
various chapters. These include: the hierarchical stratified nature of CR reality where the 
actions in one realm have an impact on its subordinate realm; the switching on and off of 
causal powers; the absence of events as a causal power; and the interdependence of 
mechanisms. The analysis will begin with a brief overview of the general context of the case-
studies undertaken. 
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11.2: The Case Contexts and Cross-Case Analysis 
 
Having investigated the Empirical through quantitative methods (see Chapters 6, page 123; 
and 7, page 149) the conduct of case investigations is central to uncovering the realm of the 
Actual and the Real as it provides essential data for the formation of an explanation of the 
underlying interactions and generative mechanisms which may explain that which was 
observed in the Empirical. In order to consolidate the case data (provided in Chapters: 8, page 
171; 9, page 213; and 10, page 236) a cross -case or aggregation of the available case data is 
conducted. This cross-case analysis will be presented in the following sections and will 
examine trends in the causal powers of the entities and the interactions of the entities giving a 
view on the realm of reality known as the Actual. The cross case will also examine the 
evolution and behaviour of the proposed generative mechanisms which occupy the realm of 
the Real (Section 11.3, page 270) and lay the foundation for an explanation of the 
measurement-performance link as it applies to the hotel sector.  
The concept of context plays an important role in Critical Realist analysis (See Sections 
4.3.2, page 66; and 4.4, page 69) as CR attempts to bring an explanation and an 
understanding of a particular context under examination. Context is also important in the 
realm of measurement as much of what is examined in a particular sector or at a particular 
operational unit is dependent on the situational context of that sector or unit (see Sections 2.9, 
page 37; and 3.6.2, page 45). Context too is vital to the case study methodology when setting 
the case boundaries and defining the unit of analysis (see Section 4.10, page 90). Bringing 
together multiple case studies allows for the presentation of a ‘a family of answers’, that 
cover several contingent contexts without any claims of perfect knowledge (Pawson & Tilley 
1997). As such, the cases of Hotel A, Hotel B & Hotel C do lead to a family of explanations 
for the Real, the Actual, and the Empirical for the operation of the measurement-performance 
link in the cases being considered. As will be highlighted in the following sections the entities 
(page 263), the interactions (page 266) and the generative mechanisms (page 270) display an 
evolution, the story of which is dependent on the contextual situation of each of the case 
hotels. 
The cases have been geographically bound (see Section 4.10.4, page 97) in the Irish Republic 
and its current economic climate which is currently in a positive growth and earnings phase 
after a prodigious development period and catastrophic collapse (See Chapter 5, page 114). 
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All of the hotels have been categorised under Bourne et al.'s (2013) classification as high 
performing but all of the hotel properties examined have come from a contrasting 
performance base. The particular combination of cases examined presents a continuum of 
performance history which is outlined briefly in Table 11.1 below. Essentially, the continuum 
moves from a consistently high-performing property, to a property whose performance has 
been poor in the last few years but has recovered and is currently in a development phase, to 
a property which has achieved profitability for the first time in many years and achieved a 
turnaround in performance. For the remainder of this chapter this continuum of performance 
will be used as the fundamental basis for discussion and cross-case analysis; the individual 
cases will be assessed from consistent performer (Hotel A), to developing performer (Hotel 
B), to turnaround performer (Hotel C).  
All of the case properties focus on the measurement of the same four key areas: financials; 
shareholder satisfaction; customers; and employees. All of the properties essentially use the 
same metrics and measurement systems; the two key differences which will become evident 
are the role of technology in the measurement process and the extent to which measurement 
is deployed throughout the organisation.  
Table 11.1: Brief Summary of Case Contexts. 
Property  Performance History  
Hotel A  Consistently high performing hotel property which has lead its market in rate and 
RevPAR since its opening. Retained profitability (although depressed) throughout 
the recessionary period and was able to self-fund soft refurbishment in 2012/2013. 
Has fully recovered pre-recession levels of performance.  
Hotel B Opening just as the Irish hotel market was about to peak this property's initially 
promising performance was severely impacted by the recession and hotel sector 
collapse. Returned to profitability in 2012 and has posted consistent growth since. 
Characterised by a relatively young management team. 
Hotel C  Opening in 2004 this property struggled to achieve profitability, a property that was 
allowed to fall into disrepair and was suffering reputational damage. A change of 
management contract and a new general manager have coalesced to turn the property 
around both in terms of and profitability and renown.  
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11.2.1 Cross-Case Analysis of Causal Entities  
 
In the application of the CR case method (Section 4.3.4, page 68) particular care was taken in 
the latter cases not to let the existing constructs and interactions entirely dictate the data 
analysis. Care was also taken not to fall into a deductive logic and to remain open to the 
appearance of new causal entities and interactions within the data. As such, an initial coding 
of fourteen items led to the derivation of the nine causal entities explored at Hotel A and 
Hotel B (see Chapter 8, page 171; and Chapter 9, page 213). This openness to the possibility 
of new and different entities allowed for the addition of a tenth entity construct during 
subsequent case studies (Hotel C see Chapter 10, page 236) which contributed to a fuller 
explanation of the interactions and generative mechanisms at play in that particular property. 
Flexibility was also required in considering the relative strength of the causal power and 
potential of an entity as these differed from case to case, but did not alter the fundamental 
nature of the entity.  
The case investigations produced ten entities which were deemed to have causal power and 
potential, all of which are listed in Table 11.2 on page 264 and colour coded by their relative 
strength, as determined by each individual case.  
This organisation of data is instructive in many ways as it clearly indicates a pattern of 
reducing levels of causal power and reducing performance, with Hotel A having entities 
which mostly display a high level of causal influence, while Hotel C has a majority of entities 
with causal power in the medium to low range. Whilst outwardly, size might appear to be an 
influence on the causal power of entities within each hotel property, this is not necessarily the 
case as Hotel B & Hotel C are similarly proportioned and yet their causal entities display an 
entirely different array of relative strengths. Also notable is the fact that Hotel C is possessed 
of a causal entity which is not present in the other two properties. 
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Table 11.2: The Relative Causal Power of Entities Uncovered in the Case Data  
Performance   Consistent  Developing  Turnaround  
  Hotel A Hotel B Hotel C 
Entity  Category     
HotelCorp DS High  
(Persistently 
Exercised) 
High  Medium 
(Limited use) 
Owners  DS High  
(Limited Use) 
High  
(Limited Use) 
High 
(Very Limited Use)  
Technology DS High  Medium Low  
PMS DN High  Medium Low 
Incentive  DN Medium  Low Low 
Leadership  US High  High  High  
Stability US Medium  Medium  Medium  
Franchise  US  N/A  N/A High  
(Persistently 
Exercised) 
Autonomy UN High   Medium Low  
Professionalism UN High  Medium  Medium  
 
 
While data from the Empirical (see Section 11.5.1, page 286) suggests that hotel size and 
performance are correlated, the addition of the case data on entities would seem to suggest 
that it is not the comparative size of a hotel property alone which is influential on 
performance outcomes but that the arrangement and relative powers of causal entities, 
regardless of hotel property size, also have an influence. It is also not sufficient to assume 
that larger hotel properties will be possessed of more causal entities due to their size. This 
cross-case example demonstrates that one of the smaller hotels has more causal entities than 
the larger property. This is an example of the Critical Realist analysis giving deeper insight 
beyond the Empirical which offers only hotel size as a contributory factor to performance 
outcomes. The deeper CR analysis suggests that there may be other causal interactions at play 
and indeed it also suggests the mechanisms that generate these interactions (see Section 11.3, 
page 270), which are ultimately responsible for association between size and performance in 
the Empirical (Section 11.5.3, page 288).  
Another trend across the case hotels is the relative lack of causal power attributed to 
incentives. In the findings of the Empirical (see Section 11.5.1, page 286 for a summary) it 
was argued that although incentives were associated with performance outcomes they were 
not strongly favoured by respondent managers. The Critical Realist analysis would suggest 
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that if incentives are not used by an employer, then their causal potential is not switched on 
and this would go towards explaining the low causal power of incentives. In all three case 
studies incentives were used in some form or another, but their causal power was mitigated 
by various circumstances specific to the operation of the individual hotel.  
In Hotels B & C, the relatively low causal power can be attributed to the structure of the 
HotelCorp incentive plan which requires the property to achieve a profit before incentive 
payments are allocated. Historically, this has not been an issue for either property so staff 
members became used to doing their jobs without receiving incentives which are now not 
particularly motivating in their daily work. For Hotel C the incentive issue was further 
removed by the move to a franchise property which effectively discontinued incentives 
entirely from the majority of management. The medium causal power of incentives registered 
at Hotel A is a function of the structure of HotelCorp’s incentive plan. Low profits during the 
recession would have resulted in low incentive pay-outs for employees and the presence of 
incentives causing dissonant emergence (see Section 8.8.3, page 208; and Section 11.3.3, 
page 277) will also have had an impact on diminishing the causal power of incentives. This 
example of causal powers illustrates a finding in the Empirical which has a related underlying 
series of events in the Actual and demonstrates that interactions in one realm of reality having 
an impact on another, which is a key tenant of the CR philosophy.  
 
Figure 11.1: Events in The Actual find Expression in The Empirical  
 
 
Table 11.2 above also highlights the relative decreasing power of technology and of the PMS 
with decreases in consistent performance across the case hotels (From Hotel A to Hotel C). 
The Empirical  
The Actual  
• Survey result demonstrates 
association of incentives with 
performance outcomes but 
incentives are not strongly 
favoured by respondents  
• Incentives are present but causal 
power is diminished by context 
of respondents past performance  
• Incentives may produce 
dissonant performance  
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Showing a similar pattern of decreasing relative causal strength with decreasing consistency 
of performance is the autonomy entity indicating that this too may be strongly influential in 
the link between measurement and performance outcomes. All three of these elements are 
considered to be associated with the evolution of the mechanisms outlined in Section 11.3.1 
(page 270) and Section 11.3.2 (page 273).  
The final entity of note in this cross-case analysis is that of stability, in an industry well 
known for its staff turnover issues. The relative stability displayed across all case hotel 
properties may be influenced by the prevailing economic conditions in Ireland, with the 
global economic crash resulting in a considerable shrinkage in overall hospitality sector 
employment. The tougher job market may have contributed to the stabilisation of turnover, 
with location also being a factor for Hotel C. While all case studies are inherently a reflection 
of the time period in which they were conducted, the stability entity is a reflection of the 
influence of the macro economy on job levels in the hospitality sector. This entity may 
undergo considerable change with the prevailingly positive external influences on the Irish 
economy and increased employment opportunities within the sector.  
The preceding section has established the utility of the CR methodology in providing a 
deeper explanation of quantitative results and demonstrated that interactions in one realm of 
reality have an impact on another. This is the first step in constructing the CR explanation for 
the measurement-performance link and will be now be examined further, as the data focus on 
the interactions of entities rather than just their causal power. 
 
11.2.2 Cross-Case Analysis of the Causal Interactions  
 
A comprehensive description of the individual interactions of causal entities at the case 
properties are provided in each of the relevant sections (Sections: 8 .7, page 187; 9.6, page 
225; and 10.6, page 251) and a retelling would serve little purpose at this juncture. However, 
an overview of the interactions may prove insightful and is now provided on the following 
page. 
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Table 11.3:  Categories of Interaction  
Interaction 
Category 
Hotel A Hotel B Hotel C 
Heterogeneous 
Antagonistic  
1 
Technology, 
Professionalism & 
PMS 
(Control 
Mechanism ) 
 
 
1 
Technology, 
Professionalism & 
PMS 
(Control Mechanism ) 
(-1) 
Technology, 
Professionalism 
(Control Mechanism) 
1 
HotelCorp, Leadership 
& Autonomy 
(Buffer Mechanism) 
Heterogeneous 
Sympathetic  
1 
Stability, 
Leadership & 
Autonomy 
(Buffer 
Mechanism) 
0 0 
    
Contra-
Directional 
Homogenous  
1 
Incentive Scheme, 
Professionalism 
(Harmonising 
Mechanism) 
1 
HotelCorp, 
Leadership 
(Buffer Mechanism) 
1 
HotelCorp, 
Hotel Owners, 
Leadership 
(Harmonising 
Mechanism) 
Co-Directional 
Homogenous  
1 
HotelCorp, &  
Hotel Owners  
(Harmonising 
Mechanism) 
1 
HotelCorp, & 
Hotel Owners   
(Harmonising 
Mechanism) 
 
 No. of 
Interactions  
4 3 2 / (-1) 
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Table 11.3 groups the interactions which were identified in the data by their general 
categorisation and includes where relevant the causal mechanism thought to generate the 
interaction.  
The first and most obvious conclusion from this table is that the number of interactions and 
hotel performance would appear to have some degree of relationship as the number of 
interactions decreases with decreasing hotel performance; Hotel A having four interactions, 
compared to Hotel C's two. Also, of note is that one of Hotel C's interactions is classified as 
(-1) this is a notation for the interaction (described in Section 10.6.2, page 252) which is 
deemed to come from the absence of a causal power: in this instance the causal power of 
technology (see Section 10.5.1 point 3, page 243). Whilst the consistently high performing 
hotel property has more causal interactions that its counterparts, it should be noted that each 
individual case property has a unique combination of interactions, which are undoubtedly 
related to their unique performance profile.  
The tabular display of causal interactions and their associated underlying causal mechanisms 
is also useful as it allows for a deeper insight into the nature of the mechanisms.  
 
1. The control mechanism relates entirely to antagonistic interactions and is clearly 
useful in managing the interaction of structural entities and agents. This makes 
intuitive sense as any control is only as good as the information on which it is based 
(structure) and on the actions of individuals or groups (agents) upon the feedback.  
 
2. The buffer mechanism appears to have great flexibility in terms of the type of 
interaction it can relate to demonstrating its ability to generate sympathetic 
heterogenous interactions as well as both classifications of homogeneous interaction. 
Due to the nature of this particular mechanism whose deployment is entirely context-
specific, it is no great surprise that the mechanism carries considerable adaptability.  
 
3. The harmonising mechanism relates entirely to homogenous interactions, most 
commonly but not exclusively, to structural interactions. The exception in this 
instance being the contra-directional normative interaction of incentive scheme and 
professionalism (Section 8.7.5, page 197), which itself is a unique expression of the 
harmonising mechanism.  
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The analysis of the causal interactions and their interconnection with causal mechanisms 
allows us to see the influence of the realm of the Real on what becomes recorded in the 
Empirical. Continuing on from the example of incentives used in the previous section we can 
now go beyond the Actual and suggest a potential underlying mechanism which explains the 
association of incentives with performance in the Empirical. This reasoning is presented in 
Figure 11.2 below. This new figure includes an extra layer of reality and provides a deeper 
level of explanation for what has been recorded in the quantitative data. As the new layer or 
realm of reality, known as the Real, has now been introduced, the case analysis must seek to 
integrate the proposed mechanisms that have appeared in all of the case studies. This portion 
of the analysis will be presented in the following section. 
 
Figure 11.2:  Mechanisms in The Real Generate Interactions in The Actual which find 
Expression in The Empirical.  
 
 
 
The Real   
The Actual  
The Empirical  
•In cases where normative 
interactions  are present the 
Harmonizing mechanism 
(Section 11.3.3) dictates their 
expression which may include 
dissonant outcomes.  
•Incentives are present but causal 
power is diminished by context 
of past performance  
•Survey result demonstrates 
association of incentives with 
performance outcomes, but 
incentives are not strongly 
favoured by respondents.  
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The results presented in Table 11.3 (page 267) signify another element of the Emergent 
Critical Realist position, and that is notion that emergence may come from the actions of 
agents or of structures in their own right as well as from the interaction of the two. In the case 
studies undertaken, homogenous interactions are more prevalent in the case properties (50% 
in Hotel A, 66% in Hotel B, 50% in Hotel C) and within this category emergence from 
interaction of structural entities is far more frequent, with only one homogenous normative 
interaction producing an emergence from a total of five uncovered. Once again, this is 
evidence that each case was analysed on its own merits and that a deductive logic in later 
cases was avoided in seeking explanations for causal outcomes.  
 
11.3: The Generative Mechanisms Underlying the Measurement-Performance 
Link  
 
A total of eight generative mechanisms have been uncovered from the data relating to the 
three case studies undertaken. For the purposes of the presentation of the data these 
mechanisms were grouped around three generic categories of mechanism: the buffer 
mechanism; the control mechanism; and the harmonising mechanism. These individual 
categories of mechanism and their constituent parts will now be outlined in detail. The cross-
case format is particularly instructive as the evolution of mechanisms will be seen as the 
analysis moves from case context to case context; this will demonstrate how each particular 
case context shaped the generic generative mechanism (proposed through abduction) into its 
individual case specific generative mechanism. Analysing the contextual impact is part of the 
retroductive process outlined in Section 4.3.4 (page 68).  
 
11.3.1 The Buffer Mechanism  
 
One of the cornerstone roles of the leadership entity as uncovered by the case analysis has 
been the use of the upward structural power of the office to act as a type of barrier or buffer 
against the downward causal power of the HotelCorp entity. Across all of the case studies the 
reasoning behind and the actuality of the deployment of this buffer has differed, but the 
consistent result of the buffer has been to limit how deeply the measurement systems and 
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target setting of HotelCorp can penetrate the case organisation. The level of penetration of 
HotelCorp's influence dictated the extent to which organisational employees focus on the 
conduct of their daily duties as a priority, over and above engaging with measurement. In this 
regard the buffer mechanism has a considerable impact on the measurement-performance link 
across all of the investigated properties, and a cross-case analysis of the buffer mechanism in 
all three of its iterations will provide evidence to support that assertion, beginning with the 
trust buffer of Hotel A.  
In Hotel A autonomy is a fundamental aspect of the hotel's culture; each manager has 
ultimate responsibility for the performance of their own functional area and the GM role is to 
support and to enable the management team to achieve these goals. The rationale behind this 
attitude is that the achievement of individual performance goals will benefit the overall 
performance of the property. A consequence of giving individual managers responsibility for 
their performance also requires giving these managers dominion over their own target setting 
and performance measurement. In Hotel A, the power of HotelCorp to influence penetrates 
most deeply as individual managers communicate with regional managers about performance 
and feedback (while keeping the Hotel GM informed and involved). Individual managers also 
have some level of input into the setting of their own incentive and measurement targets. 
While the GM is the ultimate goal-setter and the arbiter of disputes, the involvement of 
individual staff members engenders a considerable reciprocal trust. This trust is reinforcing as 
the staff trust the GM to act in the best interests of the property (and therefore themselves) in 
negotiating targets with HotelCorp and the GM trusts the managers to set appropriate 
performance improving targets for themselves and to manage their own outcomes.  
At Hotel B the buffer mechanism takes a different form where the influence of HotelCorp 
penetrates through to some of the senior management team but is deployed to considerable 
effect to shelter the less practiced managers. This allows less experienced managers to focus 
more fully on the fundamentals of operational management as a first priority and to become 
more involved in determining their targets and performance measurement as they grow more 
fully into their role. Over time, the less senior managers are introduced to various facets of 
performance management and measurement as part of their development as managers of the 
organisation. In effect, the buffer is deployed to allow the managers to gain expertise and 
exposure to various measurements and systems. For example, the management of budgets is 
one of the first development activities in which junior managers participate. As Hotel B is a 
smaller and more hands-on property than others, the primary focus of management is on 
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operational issues and is predominantly action orientated. As managers develop they are 
given more access to measurement systems and target setting, as befits their experience level, 
thus in their training and development a significant influence on daily operations (HotelCorp) 
is limited (by the buffer mechanism) and managed by the GM until managers are developed 
sufficiently to manage their own team measurement and performance.  
At Hotel C, the franchise agreement gives the hotel general manager the powers to deploy an 
entirely flexible buffer by engaging with measurement where and when he wishes to, with 
some exceptions for mandatory measurement. At Hotel C, we see the GM take on a great deal 
of responsibility for measurement so as to allow the hotel managers to concentrate on the 
day-to-day of managing operational performance, this is similar to the actions of the GM in 
Hotel B. As the focus of management at Hotel C has been on the recovery and turnaround of 
the property the rationale behind the limited use of measurement has been so as to allow 
managers to concentrate on the fundamentals of their roles. As the hotel performance has 
stabilised the buffer has been applied on a case by case basis (triage) to obtain feedback from 
those areas which the general manager deemed of highest priority, as can be seen from the 
hotel’s recent reengagement with the HotelCorp employee satisfaction survey.  
In all properties the general manager takes some role or level of responsibility for mitigating 
the influence of HotelCorp on the daily lives of their management team. In other words, it is 
the GM (or the leadership team) who are responsible for deploying the buffer. This mitigation 
may be very limited as in the case of the trust buffer where managers are highly autonomous 
and have considerable experience in their roles. It may be more pronounced as in the teaching 
buffer and be deployed to allow for less experienced managers to learn the ropes of their 
position and responsibilities only taking on measurement as they grow and develop into their 
roles. Finally, the mitigation may be on a case-by-case basis, as with the triage buffer, where 
the GM takes a decision to engage with a particular type and form of measurement to garner 
particular feedback or to direct employees to focus on particular areas. Broadly, it could be 
argued, based on the case study evidence, that the looser the buffer the higher the 
performance achieved by the hotel property. Applying the buffer to the concept of the 
measurement-performance link it would appear that the buffer which allows managers to 
have a greater access and control over the measurement- and target-setting of their function 
produces a more positive performance outcome with the inverse also being true. The buffers 
could be plotted on a continuum from triage buffer to trust buffer see Figure 11.3 on page 273.  
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While it may be imagined that the goal of all hotel properties should be the achievement of a 
trust buffer, as always, individual case context plays a role. The suitability of a triage buffer 
to a hotel that is in a turnaround phase or the utility of the teaching buffer to a property with 
varying degrees of management experience and responsibility should be evident. This 
strongly highlights the role which context plays upon the generative mechanism.  
 
Figure 11.3: The Buffer Mechanism from Triage to Trust.  
 
Source: Author  
 
11.3.2 The Control Mechanism  
 
The proposed control mechanism under investigation incorporates three levels of control 
(traditional control, pre-operational control and pre-emptive control - see Section 8.8.2, page 
205) and the greater the number of control levels possessed by a company, the more 
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sophisticated the control system they have at their disposal. In a similar fashion to the buffer 
mechanism the control mechanism is expressed differently in each of the case-hotel 
properties which were investigated depending on contextual influences. The three different 
types of control mechanism display an increasing complexity associated both with the level 
of technological measurement deployed at the property and with increasing performance 
achievement, see Figure 11.4 directly below. In terms of the measurement-performance link, 
the greater the sophistication of the control mechanism, the greater the performance.  
 
Figure 11.4: The Control Mechanism: From Lagging to Learning  
 
Source: Author 
The evolution of the control mechanisms on display articulates Eccles' (1991) performance 
measurement manifesto, which decries the use of lagging indicators and advocates the use of 
balanced measurement with both strategic and tactical focus to improve performance, i.e. the 
move from a lagging control mechanism to a learning control mechanism. 
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Hotel C's technology deployment is limited by budgetary constraints: the investment of 
monies at the property has been focused around the development and beautification of the 
physical property asset and the franchise arrangement also removes the requirement to have 
highly integrated systems that are stipulated at the other case properties. As such, a traditional 
lagging control mechanism is in place. Feedback systems report on the outcomes of work and 
corrective action may be taken retrospectively. The lack of sophistication of the control 
mechanism in operation at Hotel C is an example of a non-occurrence of an event having 
causal implications. It is the availability of technology that allows the control function to be 
devolved from financial controllers to operational managers and which allows senior 
managers to focus on strategic issues while operational managers deal with day to day 
measurement and control. Due to the lack of technology and an influential PMS there has 
been no devolution of responsibility for measurement and control down the organisational 
hierarchy as is evidenced in the other properties. In effect, the lack of systems at Hotel C 
ensures that the more complex control mechanisms achieved by other properties cannot be 
achieved and that the simplest and most problematic type of control mechanism remains. 
The technology that is available to Hotel A and Hotel B is comparable between the two hotels 
but it is the strength of the relative causal power of that technology which separates the 
limited control mechanism and the learning control mechanism. At Hotel A the devolution of 
control responsibility has been achieved at all levels of the organisation whereas at Hotel B 
this devolution of measurement control and responsibility has not reached all levels of the 
organisation. Therefore, the control mechanism is limited to control and pre-operational 
control activities while not fully realising its potential to be pre-emptively controlling. At 
Hotel A all levels of control have been achieved. It should be noted at this stage that the 
reasoning behind Hotel B's failure to deploy a fully-realised learning control mechanism is 
most likely due to the influence of the training buffer mechanism which is also impacting on 
the measurement-performance link. As seen above, the teaching buffer limits the penetration 
of HotelCorp measurement through the entire organisation, effectively preventing Hotel B 
from deploying pre-emptive control across the organisation, while achieving it in the 
functional areas where HotelCorp's influence does penetrate (financial and revenue 
functions). A side by side comparison of the two mechanisms highlights the point and is 
provided on page 276 in Figure 11.5.  
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Figure 11.5: The Limited Control Mechanism and the Learning Control Mechanism 
 
 
 Limited Control Mechanism  Learning Control Mechanism  
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1.3.3 The Harmonising Mechanism  
 
The third and final mechanism is significantly more ethereal than its predecessors but no less 
Real in the CR sense of the word. Mingers (2006) asserts that some mechanisms are 
conceptual and discernible only through their effects and the harmonising mechanism is one 
such example. In describing conceptual mechanisms Easton (2010) suggests the use of 
metaphor to aid the depiction of that which is difficult to observe directly in the data. The 
characterisation of the harmonising mechanism is an attempt, through simple analogy, to 
explain the emergent performance from the interaction of entities which are possessed of not 
only differing causal strengths but also differing consistency in deployment of their inherent 
causal power.  
Harmony is a quality of sound which is the result of the combination of simultaneous chords 
(each having constituent notes played at the same time). Harmony may be considered 
consonant or dissonant i.e. pleasant or unpleasant based on the similarity or dissimilarity of 
the constituent chords when played together. The presence of a chord which does not 'fit' is 
considered dissonant and dissonance is generally associated with harsh or rough sounds. The 
western musical tradition has not historically been particularly accepting of dissonance 
although its presence is a common feature in the musical styles of other cultures.   
In applying this metaphor to the measurement-performance link under consideration by this 
research, sound is the performance outcome whose quality is judged by measurement to be 
either consonant or dissonant. Consonant performance is considered acceptable and usually 
rewarded while dissonant performance is not. The chords in question are the causal entities, 
each having their own constituent powers, potentials and propensity to switch off and on 
(these are akin to notes). When the cords interact in the realm of the Actual (as described in 
Section 11.2.2, page 266) the resulting sound is judged to be pleasing or displeasing. 
Harmony, then, is the way in which the notes relate to one another and is not a random event 
but rather a consistent occurrence in the relation of notes. It may also be described as the 
context under which the notes and chords come together to produce the pleasant or 
unpleasant sound. Harmony occurs as a support to the melody, which, in this instance, may 
be likened to the management contract, a document which sets out in legally binding form the 
initiation and exertion of causal powers. Harmony, therefore, is about the coming together of 
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notes around the melody of the management contract and the impact of harmony on the 
measurement-performance link in the individual case properties is now examined. 
The melody of the management contract is rarely disturbed at Hotel A and has been playing 
for a long time; the primary chords are those of HotelCorp who direct measurement and the 
management of performance at the property. But the owners have been known to strike their 
own chords if they feel the melody is not to their liking. At Hotel A the exertion of owner 
power to veto the organisational restructuring of the revenue function was effectively the 
hotel owners changing their notes (switching on the causal power) and playing their chords at 
a louder pitch than those of HotelCorp for a short period, The compromise allowed 
HotelCorp's chords to come to the fore again and the melody to return to its previous 
harmonious state. This single intervention of the hotel owners changed the harmony from 
consonant to dissonant. The compromise secured by HotelCorp allowed the hotel owners so 
switch off their causal power and to return to the consonant harmony previously enjoyed, and 
which is still evident in the relations between both entities.  
At Hotel B a slightly different melody is observed as the new owners establish themselves in 
the partnership with HotelCorp and exert their influence directly on the conduct of 
measurement at the property; the new notes being played around the melody are consonant 
and although directly influencing how measurement is managed at the property do not have a 
negative impact on the resultant sound (performance). There is a sense (highlighted in 
Section 9.7.3, page 234) that the owners’ chords are tolerated as long as they do not 
overpower the chords which HotelCorp is playing, and seek to direct measurement more 
forcefully. At the moment the harmony being achieved between both entities is also regarded 
as consonant. At Hotel C the melody is actually far more important than the other chords that 
are being played, as the franchise agreement will not let the chords of the Owners or of 
HotelCorp overpower the melody that is being played. Once again, the case indicates that the 
harmony at Hotel C is consonant. 
The harmonising mechanism, although intangible, is appealing as it is difficult to abduct from 
the data. Harmony is often a background feature that goes unnoticed until it becomes 
displeasing to the ear; in many ways this is similar to the measurement-performance link 
which operates in the background and only becomes of interest when it strays from 
acceptable standards. Abducting this mechanism was based on the incident of Hotel A's 
owners exerting their power to impact on structure and measurement and also on the 
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dissonant performance associated with the use of incentives at Hotel A. It was more difficult 
to identify the mechanism in the melodies being played at Hotel B and Hotel C. As always 
with a CR analysis, the absence of the mechanism in the data does not disprove its existence 
and this is in particular accounted for in the original description of Hotel B's harmonising 
mechanism (Section 9.7.3, page 234)  
As noted, harmony is often more noticeable in dissonance than in consonance and the 
application of incentives at Hotel A provides an example of dissonant harmony in action. 
Section 8.8.3 (page 208) outlines the impact of what are, in actuality, demotivating incentives 
on the behaviours of one of the management team. This manager, in response to futile targets 
continues to perform at a very high level of output and has achieved national and 
international recognition for performance without ever meeting his incentivised targets. In 
this instance, harmony should exist between incentive and achievement; they are the chords 
which should work well together alongside the melody of the strategic environmental 
initiative which HotelCorp has implemented. The reality of the situation is that of a dissonant 
harmony: when the actions of the manager play an entirely different chord than is expected 
and one which does not fit with that of the incentives. The individual professionalism of the 
manager in question overpowers the incentives and the resulting performance is regarded as 
dissonant. This result is particularly interesting, not only as it is an example of the 
harmonising mechanism outside of the ownership relationship, but also as the dissonant 
harmony is in this instance by no means bad. Dissonance in music is resolved by a movement 
towards consonance. In the measurement-performance link a dissonant performance could 
indicate that measurement is not fit for purpose, as it seems to in this situation, and should be 
seen as an indication of the need to review or change measurement to return to consonant 
performance. 
Having reviewed the abducted mechanisms across all three case properties the process of 
retroduction (proposed in Section 4.3.4, page 68) has been fully realised and has allowed the 
explanation to evolve from a generic mechanism explanation to a context-specific 
explanation. This retroduction allows us to build on the abducted mechanisms and provide a 
greater depth of explanation for the events in each of the case properties. In effect, an 
explanatory theory is now being advanced (See Section 12.3, page 303). The following 
section outlines the process of abduction and retroduction as it applies to each of the 
proposed generic mechanisms.  
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11.4 The Process of Retroduction. 
 
The process of retroduction introduced in Section 4.3.4 (page 68) includes two independent 
stages: known as abduction and retroduction, which combine to constitute the encompassing 
retroductive logic of the inference applied to this research. This section will briefly set out the 
abductive and retroductive steps which were taken in the uncovering of each of the three 
generic generative mechanisms and their development into eight key explanatory 
mechanisms for the measurement-performance link.  
The process of abduction has two elements: the re-describing of participant data into a more 
abstract format; and the combination of this re-description with existing theory to produce the 
most plausible explanation of the proposed generative mechanisms. This is fundamentally the 
process of inference to best explanation. In combining the participant data with existing 
theory the researcher relied heavily on systems theory which is naturally complimentary to 
CR in general and specifically to the concept of emergence on which the CR methodology 
underpinning this research rests. Systems theory also provides the researcher with the tool of 
causal loop diagrams which allowed the participant data, and in particular the causal 
interactions of entities to be sketched (see Sections: 8.8, page 202; 9.7, page 231; and 10.7, 
page 256), which was instrumental in accessing the researcher's own 'novelty, innovation and 
creativity' (Mingers 2014, p.53), in seeing the generative mechanisms behind the data. As the 
retroduction to context allows for the expansion of the mechanisms beyond their generic 
origins, systems theory and other theories have been combined to improve the 
conceptualisation of the generative mechanism. The research processes of combining the case 
data with systems theory to abduct a mechanism and the use of retroduction to context with 
other theories to formalise conceptualisation of each generative mechanism are now explored 
in more detail.  
  
11.4.1 Retroduction of the Buffer Mechanism  
 
The abduction of the buffer mechanism arose from the use of systems diagrams to visualise 
the goal setting and feedback systems that were in place at the case property. The initial 
drawings were conceived to demonstrate the structural causal influence of HotelCorp on 
measurement throughout the organisation (see Figure 8.2, page 178), but it was the flow of 
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standards and feedback through the office of the general manager which became the focal 
point of the systems diagrams.  
The initial case data also presented a distinct difference between respondent attitude towards 
measurement and targets they perceived to have come from their GM and measurement and 
targets that were perceived to come from HotelCorp (with GM targets far more vocally 
supported) even though all measurement and targets effectively emanate from head office. 
This suggests that the GM was figuratively shielding managers from the direct involvement 
of HotelCorp in their performance measurement and that this action increased trust in the 
GM. In Hotel B and Hotel C the influence of HotelCorp was directed at some levels of 
management and not at others or HotelCorp was not observed to be directly involved, 
suggesting a variation in the level of the shielding activity of the GM. Along with the 
respondent evidence, subsequent systems diagrams of HotelCorp's structural influence on 
measurement show an increasing presence of the GM and a decreasing penetration of 
structural influence. In the case of the franchised property Hotel C, HotelCorp's influence did 
not descend below the office of the GM, and in fact the general manager had some degree of 
upward influence in his ability to engage with measurement initiatives at his own discretion.  
The general concept of the GM shielding employees from HotelCorp interference is 
demonstrated through retroduction to context to have a different contextualised expression 
across the case studies, although the fundamental mechanism of the hotel GM deploying the 
powers of their office to buffer the influence of HotelCorp is consistent throughout. 
Assessing the powers of interactions across all three case properties uncovers an association 
between the relative power of autonomy at the case hotel and the type of buffer deployed. 
This association seems to invert the power of autonomy and the level of GM buffer applied 
with the most open and autonomous hotel having the least management buffering of 
measurement and the least autonomous hotel having the most buffering of measurement (see 
Sections: 8.8.1, page 202; 9.7.1, page 231; and 10.7.1, page 256). The abduction of this 
theory is grounded in systems thinking with the use of systems diagrams to draw the 
influence diagrams which initially suggested the mechanism. In seeking an external theory to 
validate the mechanism the leadership theory of Bass (1985) was considered; it describes the 
influence of management style on performance outcomes rather than the deployment of 
measurement on outcomes. A useful factor in validating this proposed mechanism is, in fact, 
the presence of the control mechanism (see Section 11.4.2 on page 282). Critical Realism is 
accepting of the interrelationship of mechanisms; the buffer mechanism and the control 
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mechanism are undoubtedly related with a clear association between the level of control 
mechanism and the strength of the buffer deployed at the case hotel. Increased complexity of 
the control mechanism is directly related to the penetration of HotelCorp structural influence 
on measurement and, therefore, inversely related to the strength of the buffer deployed.  
11.4.2 Retroduction of the Control Mechanism  
 
One of the initial open codes produced at Hotel A was that of 'pre-operational control' which 
describes the process of submitting weekly staff rosters in advance and adjusting them based 
on revenue forecast so that labour costs will at all times be controlled in advance of the 
conduct of operations. This process is handled by all functional managers at the property and 
effectively removes a traditional task of the financial controller. This initial code was 
subsequently coded to two causal entities which describe the role of technology in 
measurement and the impact of the PMS on the conduct of work, both of which have 
structural influence. As the initial code deals with control and the theory of control was the 
fundamental precursor of the measurement-performance link, control theory, and in particular 
systems drawings of the control system in place at Hotel A are incorporated. This produces a 
drawing of the traditional system of control which has been augmented by the pre-operational 
control function but also by a pre-emptive control function which is a result of the interaction 
of technology, the PMS and the professionalism of individuals (agential force). The control 
mechanism outlined is significantly more complex than the traditional systems interpretation 
of control mechanisms and, therefore, it is abducted that a control mechanism is generating 
interactions (PMS, technology & professionalism) in the Actual which is responsible for the 
achievement of performance outcomes in the Empirical.  
Applying the retroductive context of the other case hotels to the idea of a control mechanism 
produces a more nuanced understanding of the mechanism. Hotel B had examples of 
traditional control and pre-operational control but not pre-emptive control, and Hotel C 
appeared to have only traditional control at its disposal. These findings are supported by 
differing interactions in the Actual between technology, the PMS and individual 
professionalism and differing levels of causal strengths of causal power associated with each 
entity. Retroduction had allowed for the abduction of a control type mechanism which applies 
in each of the different contexts of the participant hotel. Each control mechanism has an 
impact on the measurement-performance link as the more complex control system is 
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associated with the superior performance output (and conversely the less complex system is 
associated with poorer performance). As retroduction to context has provided an evolving 
mechanism, the abducted theory begins to resemble the theory of loop learning proposed by 
Argyris (1991) whereby the traditional lagging measurement provides rote responses to 
performance problems indicative of single loop learning, while the limited and learning 
mechanisms attempt to pre-empt performance problems or shortfalls by asking how they 
could be prevented in the future akin to double loop learning. The significant difference 
between the limited and learning control mechanisms is the depth of devolution of 
measurement responsibility which is mediated by the buffer mechanism. While abduction 
brings the postulation of a generative mechanism, retroduction to context allows for a deeper 
and more gratifying explanation of the impact of the mechanism on the measurement-
performance link. At all stages of the process the use of existing theory: systems theory for 
initial idea generation; control theory for abduction of mechanism; and loop-learning for 
validation during the retroduction to context phase, supports the development of the causal 
explanation.  
 
11.4.3 Retroduction of the Harmonising Mechanism  
 
The harmonising mechanism was by far the most difficult to conceive as it is very much in 
the domain of a conceptual mechanism, and as such, is problematic to uncover from research 
data. A particular facet of the harmonising mechanism is that it is more obvious in its absence 
than in its presence, which is a much discussed element of the CR philosophy but difficult to 
deal with in practical terms.  
That the relationship between hotel owners and HotelCorp is of vital importance becomes 
very obvious very quickly in all of the cases, (the addition of the franchise arrangements 
influence was a unique aspect of the Hotel C case). And while HotelCorp were mentioned 
without prompting the issue of ownership had only came to light due to the interview 
questions relating to the involvement of NAMA (see Section 5.5, page 119) with the hotel 
property. In a process similar to that which has been described previously, the researcher 
discovered the causal importance of the HotelCorp and owner (and later the franchise) 
entities from the case data and attempted to illustrate their interaction using causal loop 
diagrams from the systems theoretical perspective. This was a more difficult proposition than 
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previously encountered and in particular it was the issue of the relative causal powers within 
the interactions that was particularly problematic. Several iterations of drawings attempted to 
depict the balancing of what are unequal causal powers without satisfactory results. 
Retroduction to context did not offer any solutions as the issues with the owners and 
HotelCorp, and the issues with owners, HotelCorp and the franchise agreement were far 
more complex than could simply be described as emanating from a balancing mechanism. 
The complexities of these interactions were due to differences in relative causal power of 
entities and particularly due to the switching on and off causal power around the relative 
stability of the contractual agreement between parties. The drawing of a causal loop diagram 
for the interaction of incentives and individual professionalism which resulted in an 
unintended (subsequently termed ‘dissonant’) performance outcome gave some insight into 
the existence of an equivalent, albeit unintentional, performance emergence. It was in an 
effort to find a bridge between a concept of balancing mismatched causal powers and the 
emergence of unforeseen performance that the notion of harmony occurred to the researcher. 
Harmony offers a suitable metaphor for the articulation of a complicated and context-specific 
set of relations between the causal entities, and the concept of consonance and dissonance 
also parsimoniously describes why smooth relations are difficult to detect in the data and why 
it is the dissonant occurrences that validate a mechanism which is more easily observed in the 
data by its absence than by its presence.  
The theory which presents the greatest potential for validation of the harmonising mechanism 
is agency theory, which explains the relationship between principals and agents. In the case 
of the homogenous structural interactions, the switching on of a causal power could be seen 
as a principal (Owner) using its influence on measurement and reporting structures to align 
the agent’s (HotelCorp) goals with their own (see Sections: 8.8.3, page 208; 9.7.3, page 234; 
and 10.7.3, page 259). In the case of the homogenous normative interaction the dissonant 
performance is a result of the failure of the method of alignment (incentives) offered by the 
principal (HotelCorp) to alter the behaviour (professionalism) of the agent (facilities 
manager). Much of the published research into the owner / operator relationship focuses on 
aspects of aligning the interests of parties by way of the requirements of the management 
contract (Beals & Denton 2004; Turner & Guilding 2010; Deroos 2010). However, the 
harmonising mechanism describes the resolution of such conflicts rather than their avoidance: 
in essence, it governs the operation of the management contract relationship rather than the 
design of the management contract relationship, which is likely to have a more meaningful 
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impact on the measurement-performance link on an ongoing basis. The use of harmony and 
other musical metaphors is found further afield in M-theory (a field of string theory) where 
the universe is described as a 'symphony of vibrating strings' (Kaku 2015), with physics being 
the harmony that governs the musical notes of sub-atomic particles. While extending beyond 
the scope of attempting to validate the use of the harmonising mechanism in terms of the 
measurement-performance link, it is encouraging to note the metaphor’s use in other 
branches of scientific investigation.  
This overview of the retroductive process along with the proceeding cross-case analysis has 
allowed for an immersive view of the interaction of the realms of reality uncovered by the CR 
methodology, and has at all stages considered the impact of the interactions and mechanisms 
on the measurement-performance link. In order to conclude the research project the 
quantitative and qualitative research phases must now be consolidated and the research 
questions formally addressed. 
 
 11.5 Research Consolidation: The Realms of Reality  
 
Chapters 6 & 7 (pages 123 and 149 respectively) provide a comprehensive examination of the 
survey data relating to the conduct of performance measurement in the Irish hotel sector and 
provide us with data from the realm of the Empirical (through descriptive statistics) and also 
an indication of the Actual (through the use of more detailed statistical analysis and 
suggesting the presence of a relationship between variables. To complete the CR analysis the 
quantitative data indicating the Empirical must now be amalgamated with the qualitative case 
data (presented in Chapters 8, 9 & 10, pages 171, 213 & 236) which represent the Actual and 
the Real in an effort to explain the measurement-performance link. Starting with eight key 
qualitative findings which have been taken from the conclusions in Section 6.11, page 147, 
and Section 7.7, page 168 (the Empirical) these observations will now be traced back to 
causal interactions (the Actual) and the existence of underlying generative mechanisms (the 
Real) will be proposed using the aggregated case data as supporting evidence. 
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11.5.1 The Key Findings of the ‘Empirical’  
 
A survey of 92% of hotel operators in the Irish Republic (see Chapter 6, page 123 and 
Chapter 7, page 149 for results in full) produced an overall response rate of 20.2% and 
provided the following eight key findings which will form the foundation of the CR analysis 
being undertaken: 
1. Hotel size, star rating and ownership type have an influence on the likelihood of 
participating in performance measurement and on the perceived financial performance 
of respondents 
. 
2. The use of measurement for compensation and rewards was not strongly supported by 
respondents but was associated with financial, employee satisfaction and market share 
performance.  
 
3. Tactical (operational measurements) are not focused on those things which are found 
to be associated with performance. 
 
4. Strategic measurement is focusing on those things which are perceived to be 
influential on performance. 
 
5. The sector is considered to be moderately open to all members of the organisation 
having access to and using performance measures.  
 
6. Measurement has a strongly internal focus and there is a lack of external 
benchmarking. 
 
7. There is a strong relationship between the number of measures used and the perceived 
financial performance of hotel properties  
 
8. There is a trust amongst respondents that their measurement is reliable and based on 
good data and an association between trust and perceived performance.  
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These eight key findings were followed through the quantitative data in order to ascertain the 
events (causal interactions in the Actual) that produced them and the underlying generative 
mechanisms (of the Real) which were responsible for their interaction. The following two 
sections will offer explanations for these eight key findings through the evidence provided in 
the realm of the Actual and the realm of the Real. A table combining the findings of all three 
realms is also presented.  
  
11.5.2 The Key findings of the ‘Actual’  
 
The findings of the Actual should set out a degree of explanation for the occurrences of the 
Empirical, due to the dependant hierarchical nature of Critical Realist reality. The key 
findings of the Actual then as they relate to the main eight Empirical findings of the research 
are as follows: 
1. It is the relative causal power of interacting entities and the type of interaction which 
are, in fact, influential on the Empirical and these are not necessarily determined by 
the size and ownership structure of the property. The interaction between hotel 
owners and management company is very influential on both measurement and 
performance outcomes. 
 
2. Incentives are present in the hotel properties but their causal power is diminished to 
varying degrees by contextual application. The difficult current economic 
environment has diminished the impact of the causal power of incentives to motivate, 
the rate of which may be associated with the individual property's historical profile.  
 
3. The tactical (operational) or strategic focus of measurement is a function of the 
interaction of the causal powers of the performance measurement system itself, the 
level of integration of technology at the property and the actions of professional 
individuals. Varying levels of interaction and varying degrees of causal power 
amongst the entities will have an influence on whether the measurement focus is 
largely operational or strategic. A higher level of technological integration indicates a 
more balanced focus, while lower levels of technology suggest a strategic focus. 
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4. The causal power of autonomy varies across hotel properties from very weak to very 
strong. The causal power of autonomy is closely associated with the extent of the 
penetration of measurement to lower levels of the organisation, this presents in the 
Empirical as openness to use of measurement throughout the organisation.  
 
5. The causal influence of organisational stability, leadership and autonomy which are 
influential on the penetration of measurement responsibility throughout the 
organisation and also important for the management of performance and acceptance 
of standards is based around the interaction of three internally-focused casual entities. 
In that respect, the influence on the measurement-performance link is very inward 
looking and internal benchmarks are often prioritised over external ones, or the 
external benchmarks, particularly within the HotelCorp group are ignored entirely.  
 
6. Technology and the strength of the PMS are strongly causal factors in the number and 
detail of metrics that are available to managers. The presence of this result in the 
Empirical would suggest that more of the survey respondents are engaged in higher 
levels of technological measurement. The case studies also support this finding as two 
of the three hotels had highly integrated systems at their disposal.  
 
7. Trust in measurement is also influenced by the causal entity of autonomy, which is 
responsible for this result in the Empirical. The autonomy entity is closely associated 
with the penetration of measurement throughout the organisation and with acceptance 
and trust of measurement in general. 
 
11.5.3 The Key Findings of the ‘Real’  
 
1. The harmonising mechanism is influential on the relationship of hotel owners and 
management company regardless of hotel size, it is the relative causal power and type 
of interaction that are more influential on measurement and performance. Consonant 
performance may not always result from this interaction, but if the relations of owners 
and managers are consonant, due to the large incidence of management contracting at 
larger properties (at the upper end of the quality spectrum). This mechanism appears 
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in the Empirical as contingent on size and ownership, when it is in fact ownership 
interactions and the harmonising mechanism which generate the result.  
 
2. The diminished role of incentives is due to the diminished causal power of incentives 
and is demonstrated in the qualitative research by the example of dissonant 
performance in regard to incentives. Once again the mechanism does not find direct 
expression in the Empirical but there is a causal explanation for the finding 
throughout the CR realms of reality.  
 
3. An organisation's focus on tactical or strategic measurement is a result of the 
interactions of professionalism, technology and the performance measurement system 
which is generated by the control mechanism. Tactical or strategic focus may be 
indicative of the particular type of control mechanism which is generating results in 
the Empirical: the presence of a lagging or pre-operational control mechanism would 
determine a focus on tactical / operational measurement; the presence of a pre-
emptive control mechanism (such as the limited or the learning mechanisms discussed 
in section 11.3.2, page 273) would have an influence on the strategic nature of 
measurement. 
 
4. The buffer trust mechanism allows for openness at all levels of the organisation as 
individuals are responsible for managing their own performance. The greater the 
levels of measurement deployment, the greater the levels of penetration of 
measurement throughout the organisation (result in Actual), the greater the levels of 
openness to the use of measurement (result in Empirical). 
 
5. The level of outward-looking measurement will be dependent on the level of control 
mechanism which is being asserted. Learning organisations have more outward 
looking measurement, while limited organisations have a relative balance of 
measurement while the lagging organisations have a tactical / operational focus only.  
 
6. The relationship between the number of measures and the performance outcomes 
achieved (in the Empirical) is no doubt an expression of the increasing level of control 
mechanism within the organisation, as control mechanism complexity would suggest 
increased use of metrics and it is strongly related to performance outcomes.  
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7. The buffer mechanism may be viewed as a continuum of increasing levels of trust 
between managers and leaders through the deployment of measurement. The trust 
displayed in the Empirical is undoubtedly a representation of the underlying 
continuum of the buffer mechanism being expressed. While the direct path between 
the evidence of the Empirical and the findings of the Real may not be obvious this 
may be down to the manner in which questions were phrased in the quantitative phase 
of the research. Despite these potential issues there is still a discernible movement 
from the Empirical to the Actual to the mechanism in the Real in which trust is a vital 
element. A summary table of the findings in all of the CR realms of reality is 
presented on page 291.
 291 
 
Table 11.4: Causal Explanation for findings of The Empirical 
 The Empirical The Actual The Real 
Hotel size, star rating & ownership type have an influence on the likelihood 
of participating in performance measurement and on the perceived financial 
performance of respondents. 
 
The level and type of causal interactions are 
influential and not necessarily determined 
by hotel size or star rating. Ownership's 
relationship with management company / 
franchisor is very influential.  
As many larger hotels in Ireland are 
branded properties, the harmonising 
mechanism is influential on the 
relationship of owners & management 
company, regardless of size - consonant 
performance may not always result. 
The use of measurement for compensation and rewards was not strongly 
supported by respondents but was associated with financial, employee 
satisfaction and market share performance. 
 
Incentives are present but causal power is 
diminished by context of respondents past 
performance. 
The harmonising mechanism does not 
always generate consonant performance - 
some dissonance may be experienced.  
Tactical (operational measurements) are not focused on those things which 
are found to be associated with performance. 
 
The ability to control operational issues is a 
function of the interaction of the property's 
technology, the PMS and the actions of 
individuals. 
 
The presence of a lagging or pre-
operational control mechanism would 
determine a focus on tactical / operational 
measurement.  
Strategic measurement is focusing on those things which are perceived to be 
influential on performance. 
 
The ability to measure and impact on a 
property's strategic goals is a function of 
the interaction of the property's technology, 
the PMS and the actions of individuals. 
The presence of a pre-emptive control 
mechanism would have an influence on 
the strategic nature of measurement 
  
The sector is considered to be moderately open to all members of the 
organisation having access to / using performance measures. 
 
Autonomy has varying degrees of influence 
across hotel properties. The autonomous 
culture is influential in penetration of 
measurement to lower levels of 
organisation 
The buffer trust mechanism allows for 
openness at all levels of the organisation 
as individuals are responsible for 
managing their own performance 
Measurement has a strongly internal focus and there is a lack of 
benchmarking.  
 
The interaction of stability, leadership & 
autonomy is entirely inward looking - 
external benchmarks are discounted / 
ignored.  
 
The level of outward looking 
measurement will be dependent on the 
level of control mechanism which is being 
asserted. With learning organisations more 
outward looking.  
There is a strong relationship between the number of measures used and the 
perceived financial performance of hotel properties. 
  
Technology and the strength of the PMS 
are strongly causal factors in providing 
levels of feedback.  
The control mechanism displays 3 levels 
of increasing engagement & benefit from 
measurement (lagging to learning).  
There is a trust amongst respondents that their measurement is reliable and 
based on good data and an association between trust and perceived 
performance. 
Autonomy over measurement decisions 
improves acceptance and trust in 
measurement, 
The buffer mechanism may be viewed on 
a continuum of increasing trust depending 
on the context of the property 
performance.  
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11.5.4 General Case Findings  
 
As well as providing data on each of the realms of Critical Realist reality these case studies 
have highlighted some of the principal tenants of the CR ontological position. Chief amongst 
these are: 
1. The hierarchy of the realms of reality, with mechanisms or events in a lower realm 
creates the conditions for the appearance of an event (interaction in the higher level). 
This is demonstrated by the example of the association of incentives and performance 
which can be traced from the Empirical through the Actual to the Real see also Table 
11.4 (page 291), which traces the key findings of the Empirical through to their 
causally generative mechanism.  
 
2. The importance of absence in CR investigations: the suggestion that the absence of a 
causal power or interaction can still be indicative of an underlying generative 
mechanism is demonstrated by the lack of causal powers being indicative of a lagging 
control mechanism. This phenomenon is also demonstrated in the harmonising 
mechanism being much more difficult to detect when it is switched on than when it is 
switched off. 
  
3. CR assumes that mechanisms do not exist in isolation and the open systems being 
investigated attest to that proposition. Two of the mechanisms found to be most 
influential on the measurement-performance are deeply intertwined, each having 
impact on the other while both separately having impact on the use of measurement to 
achieve performance.  
 
4. The switching on and off of causal powers is seen throughout the data but most 
frequently in structural interactions between the hotel owners and operators, it is 
speculated that the switching on of causal power is an attempt to realign agent goals 
and return to a harmonious performance. 
 
5. The use of the retroductive process for the purposes of exposing generative 
mechanisms is described in detail. This mode of inference is inherently different to 
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that of induction and deduction but allows for the revelation of mechanisms of 
generative causation: the CR explanation for observed outcomes 
. 
11.5.5 Addressing the Quantitative Research Question and Objectives  
 
To complete the research consolidation the analysis returns to the original research objectives 
and research question relating to the quantitative phase of the research. The research 
objectives and where in the research project they are addressed in particular is detailed in 
Table 11.5 on page 294 and these research objects provide a comprehensive answer to the 
quantitative research question in relation to the Irish hotel sector, which was:  
What are the current performance measurement practices? 
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Table 11.5: Quantitative Research Objective Consolidation 
Quantitative Research Objective  Data and analysis relating to Research objective  
1. To comprehensively document the extent and focus of both formal 
and informal measurement activity in the Irish hotel sector. 
Chapter 6 and 7 describe the measurement activity engaged in by Irish 
Hotel companies - the extent and focus of formal and informal 
measurement particularly is addressed in Section 6.8, 6.9, 6.10 & 6.12) 
Questions of Balance and financial focus are discussed in Section 6.11 & 
6.12. Contingent factors are reported in Section 6.6 & 6.7 
 
2. To determine the openness of companies to the use of measurement 
and their levels of trust in measurement. 
Openness in terms of who uses measurement was assessed in Section 
6.12, Trust in measurement was examined in Section 7.2 
 
3. To describe the nature of measurement in the sector, in terms of 
having a strategic or tactical focus. 
Strategic & Tactical measurement were detailed in Section 7.3 
 
 
4. To discover whether or not there is a link between the use of 
performance measurement and the achievement of performance 
outcomes  
 
This issue was analysed in Section 7.4, 7.5 & 7.6  
5. To establish in CR terms the Empirical of performance 
measurement in the Irish hotel sector, and also to provide some 
insight into the Actual of performance measurement. 
The conclusion of chapters 6 & 7 provide a comprehensive state of the Art 
of Performance Measurement for the Irish Hotel Sector and constitute a 
statement of The Empirical. The use of correlation analysis throughout 
both chapters indicates the presence of relationships in the Actual - which 
were a basis for further analysis in the qualitative phase  
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11.5.6 Addressing the Qualitative Research Question and Objectives  
 
The qualitative phase of the research sought to build on the uncovering of the Empirical by 
the quantitative research and to provide an in depth answer to the qualitative question:  
How does performance measurement impact on the achievement of performance 
outcomes? 
The goal of this question was to move from the Empirical to the Actual to the Real in order to 
uncover the generative mechanisms which play a significant role in the measurement-
performance link in hospitality. Table 11.5 over the page provides details of the research 
objectives and where within the thesis these objectives have been met.  
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  Table 11.6 Qualitative Research Objective Consolidation 
 
Qualitative Research Objective   
1. To understand and explain the nature of the relationship between 
the use of PM and the achievement of performance outcomes, to 
elucidate the Actual.  
The interactions which are influential in the measurement 
performance link are identified in each chapter (Sections 8.6 & 8.7, 
Sections 9.5 & 9.6 and Sections 10.5 & 10.6). 
 
2. To ascertain the underlying causal mechanisms which exist and 
influence the relationship between PM and outcomes: the Real.  
Eight structures are identified in the research and may be broadly 
categorised as three types of generative mechanism (Sections 8.8, 
9.7 and 10.7). These mechanisms are: The control mechanism, the 
buffer mechanism and The harmonising mechanism and have 
impacts on the measurement-performance link. 
 
3. To attempt to explain how and why measurement impacts on 
performance outcomes. 
Cross Case examination shows how the mechanisms impact on the 
measurement-performance link (Sections 11.2, 11.3 and 11.4). 
 
4. To contribute to furthering knowledge about the impact of 
performance measurement on performance outcomes.  
The contributions of the research, including contribution to 
academic knowledge are outlined Chapter 12  
 
5. To understand and explain the nature of the relationship between 
the use of PM and the achievement of performance outcomes, to 
elucidate the Real.  
The Cross Case examination shows how the mechanisms impact on 
the measurement-performance link (Sections 11.2, 11.3 and 11.4). 
A Critical Realist examination of the measurement-performance 
link is provided in Section 12.2. 
 
 
 
 297 
 
11.5.7 Addressing the Overarching Mixed Methods Question  
 
Combining what is now known about the measurement practices of the Irish hotel sector and 
the impacts that these measurements and measurement activities have on the achievement of 
performance outcomes, this thesis is now in a strong position to answer the overarching 
mixed-methods research question which was posed in Section 4.2.1 (page 59). Combining the 
knowledge gleaned from the results of the qualitative and quantitative phases of the research 
and presenting these results through the lens of the stratified reality of Critical Realist 
investigation has been the goal of Chapter 11 with Section 11.5 (page 285) dealing 
specifically with the amalgamation of research knowledge and the follow through from 
occurrences in the Empirical, to events in the Actual, to underlying generative mechanisms in 
the Real. All that is left is to provide a succinct Critical Realist analysis which will 
satisfactorily answer the mixed method question: 
What is the nature of the measurement-performance link in the hotel sector? 
As a Critical Realist analysis of the measurement-performance link is the significant 
academic contribution of this work it is presented formally in Section 12.2 (page 298) along 
with other discussions of the contributions made by this work.  
 
11.6 Conclusion  
 
This chapter has sought to consolidate the mixed method research undertaking into a 
cohesive examination of the measurement performance link in the Irish Hotel sector, 
integrating both qualitative and quantitative research phases. The chapter has also paid 
particular attention to the operationalisation of the Critical Realist method of inference known 
as retroduction. The thesis now draws to a close and the final chapter presents a summarised 
CR analysis of the measurement-performance link along with the other contributions of this 
work.  
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Chapter 12 Research Contribution and Conclusions: 
 
12.1 Introduction  
 
The final chapter of the thesis will outline the various contributions which this work makes to 
academic, theoretical and methodological knowledge in both the performance measurement 
discipline as well as the hospitality literature. This chapter will also discuss the potential 
application the research results may have to the hospitality industry and highlight both 
limitations and likely avenues for further research.  
 
12.2 Contribution of the Thesis  
 
The key contribution which this thesis makes is by advancing a Critical Realist analysis of 
the measurement-performance link, which is summarised directly below.  
The relationship between measurement and the achievement of performance outcomes is 
often merely assumed and existing literature has not been definitive about whether or not 
engaging with measurement has a positive outcome for businesses (Franco-Santos et al. 
2012; Melnyk et al. 2014). The goal of this analysis is to use the stratified realities of Critical 
Realism to examine the relationship between the application of measurement and the 
achievement of performance outcomes. The analysis will work from what is observed in 
existing literature back through the interrelationships and interactions which cause these 
observances, to an underlying mechanism which is responsible for the interactions. This 
deeper understanding of the measurement-performance link will contribute to theoretical and 
practical knowledge in the subject area and address deficiencies in research in the discipline.  
Many factors contribute to the achievement of performance outcomes in the hotel sector 
including hotel size, star rating and ownership structure. These factors are repeatedly found to 
be highly correlated with the achievement of performance outcomes (Garengo & Bititci 2007; 
Sainaghi 2010b). So too are other factors like levels of trust in measurement and the number 
of measures deployed, which also demonstrate a strong relationship with achievement (Melia 
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2011). The quantitative phase of this research, focusing on measurement in Irish hotels, 
identifies all of these factors as being associated with performance but also suggests two 
other specific characteristics of measurement which are evident in the data. The first 
characteristic of measurement is that strategic measurement is focused on items associated 
with performance achievement but tactical measurement is less effective, in particular there 
seems to be an issue where incentives are associated with performance outcomes, but are 
nevertheless not being deployed by hotels. The second factor is that the measurement of Irish 
hoteliers could be judged to be, on the whole, inward looking (see Section 7.7, page 168 for a 
fuller discussion).  
All of the factors described in the preceding paragraph, both those having appeared in 
published research and those established by this research project demonstrate an influence on 
the relationship between measurement and performance and would be regarded as factors 
upon which performance achievement is contingent. However, in a Critical Realist analysis 
these factors and characteristics are regarded as the Empirical: the surface expression of 
deeper underlying causal interactions and generative mechanisms. Below the Empirical lies 
the realm of the Actual which is dependent on the interaction of causal entities and below the 
Actual is the realm of the Real, the mechanisms which generate the interactions of the Actual. 
As such, a Critical Realist analysis, which seeks to uncover the generative mechanisms of the 
Real, offers a richer and more holistic examination of the relationship between measurement 
and performance outcomes than the mere identification of contingent factors. Essentially, this 
framework offers three levels of explanation where other research approaches offer only 
associations between contingent factors and one level of explanation. A Critical Realist 
examination of the measurement-performance link begins where most other research in this 
area ceases, with the establishment of factors which influence performance outcomes. 
At the level of the Actual this research offers insight into the many interactions of entities 
which have an influence on the relationship between measurement and performance outcome. 
As well as reporting the specific detail of the interactions at the case hotels some general 
conclusions about the patterns of interaction could also be drawn from the data (for a detailed 
discussion of the interactions of entities please see Sections: 8.7, page 187; 9.6, page 225; 
10.6, page 251; and 11.2, page 260). In general, it can be surmised that the greater number of 
causal interactions at a property the greater the performance achieved, with structural 
interactions (those relating to the power of hotel owners and the rival power of hotel 
operators) having more influence than normative interactions. These general patterns offer a 
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deeper explanation of the measurement-performance link and demonstrate how the Critical 
Realist analysis probes more deeply and offers more insight than a mere identification of 
influential factors. For the first time in performance measurement, hotel size and ownership 
structure are not just offered as factors upon which hotel performance is dependent, but are 
explained in terms of the interaction of the structural and normative powers of entities which 
allow them to become influential on both measurement and performance outcomes.  
Having reached a deeper understanding of the relationship between measurement and 
performance outcomes the Critical Realist approach offers yet more detail and a further level 
of examination. Critical Realism proposes that the causal entities identified do not have 
power on their own, only in their interaction, and that the causal power of entities differs 
considerably from context to context (hotel to hotel) and may be influenced by an underlying 
generative mechanism which is found in the final realm of analysis (See Sections: 8.8, page 
202; 9.7, page 231; 10.7, page 2563; and 11.3, page 270).   
The generative mechanisms which have an impact on the interactions of the entities in the 
Actual occupy a realm of Critical Realist reality known as the Real. The three key influential 
mechanisms of the Real in respect of the measurement-performance link uncovered by this 
research are:  
 A control mechanism, which influences the individual hotel property's ability to be 
reactive, proactive, or pre-emptive in its approach to performance issues. The control 
mechanism is influential on the deployment of technology, measurement systems and 
the influence of individuals at the particular property. The differing levels of 
sophistication of the control mechanism are responsible for the strategic and tactical 
measurement results of the Empirical noted in an earlier paragraph in this section (see 
also Sections 11.3.2, page 273 and Figure 12.1, page 302).  
 A buffer mechanism: deployed by senior leaders in the organisation, this buffer limits 
the penetration of measurement responsibility throughout the organisation. The 
strength of this buffer is context-dependant but it is related to the trust, and openness 
characteristics present in the Empirical. The buffer and control mechanisms are 
frequently used in tandem and indeed they assist each other to ensure that 
measurement is effectively used to the best advantages of each particular organisation 
(Section 11.3.1, page 270).   
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 A harmonising mechanism which mediates the relationship between owners and the 
management company. This mechanism is usually unobserved in the data but may 
come to the fore when either of the parties exerts pressure on measurement. Dissonant 
harmony in measurement may indicate that measurement is not fit for purpose and not 
aligned with performance outcomes; this does not always imply negative performance 
but should be noted. A dissonant harmony relating to the use of incentives may 
explain the incongruous results in relation to enticements found in the Empirical (see 
Section 11.3.3, page 277). 
 
Sainaghi (2010a) notes that the vast majority of research into performance in hospitality is 
related to the testing of internal or external factors on the dependant variable of performance 
(see Section 3.7, page 49). While this type of research is undoubtedly useful it offers only a 
shallow explanation of the influences on performance outcomes (a research exercise which 
Critical Realists would regard as focusing only on the Empirical). This research, and all 
Critical Realist research, challenges the shallow reporting of existing investigations and 
delves beyond the factors of the Empirical to open the door to the underlying causal 
mechanisms, which have a powerful influence on these factors. It offers a singular 
explanatory power that no other meta-theory can. Collectively the generative mechanisms of 
the Real give rise to the interactions and events of the Actual, which are then observed in the 
Empirical. One of the contributions of this research is its multi-layered and holistic 
explanation of the underlying mechanisms in the measurement-performance link in 
hospitality.  
As can be seen from this summary the measurement-performance link is determined by 
context-specific mechanisms which are deployed to differing degrees to improve 
performance at hotel properties. The utility of an awareness of these mechanisms is the 
ability to view, understand and manage them in the context of a specific property in order to 
ensure that measurement is always associated with a positive outcome. An understanding of 
the influence of context specific mechanisms goes far beyond what is currently offered by 
research output in this discipline which focuses mainly on contingent factors, offering a 
meaningful and comprehensive view on the nature of the measurement-performance link in 
hospitality. 
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Figure 12.1: A Critical Realist Analysis of the Measurement-Performance Link 
 
 
The Empirical  
•Hotel property Size and ownership are influential on measurement & performance outcomes  
•Strategic measurement is focused, tactical measurement (including use of incentives) is  less  so and the number of measures employed is 
influential on positive performance outcomes . 
•Internal Focus of measurement, relative openness to staff use of measures.   
•There is an association between trust in measurement and performance outcomes.   
The Actual  
•The causal power of entities differs from context to context and this may be due to the relative influence of the generating mechanism.  
•The greater the number of interactions the better the property performance with structural interactions being an important determinant 
of performance - this may be a factor only in the types of properties which are under examination.  
The Real  
•A control mechanism: The deployment of technology, performance measurement systems and the influence of individuals results in 
varying levels of control mechanism which allow  the organisation to be reactive, pro-active or pre-emptive to performance issues.  
•A buffer mechanism: property leaders deploy a buffer between their property and the parent company, this buffer is dependent on the 
individual needs of the property and seeks to minimise the interference of the parent in day to day measurement and management of the 
property. The buffer also allows managment to control the development of staff responsibilty for performance achievement. 
•A harmonizing mechanism mediates the relationship between owners and mangement company and may result in consonant or 
dissonant performance.   
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12.3 Reflections on Theoretical Development  
 
As Critical Realism is widely associated with explanation rather than theory generation, it can 
be difficult to assess the impact of this research in term of contribution to 'new theory'. By 
using existing theory to build explanations for the mechanisms which generate Empirical 
experiences of the measurement-performance link, this research has provided not one but 
three differing explanatory theories which develop and improve upon existing theory in the 
field by providing additional understanding and new research directions for practitioners.  
The CR methodological process consisting of DREIC (explained below) is fundamental to 
this concept of theory development. This thesis makes its claim to a theoretical contribution 
by asserting that it has, through explanation, advanced existing theory by building on and 
refining extant thought. The process of DREIC: describing a phenomenon, retroduction of a 
mechanism responsible for the occurrence of that phenomenon, elimination of competing 
explanations of phenomena events and the identification of an appropriate mechanism, which 
allows for changes to be made to the existing theoretical base; allows theory to be advanced 
as better explanations are uncovered. The processes of retroduction, elimination and 
identification in particular are described in Section 11.4 (page 280). 
As well as the theoretical contributions wrought by the mechanisms uncovered during the 
research process, this work contributes to theory through its re-conceptualisation of the 
existing prevailing paradigm of performance. This work adopts an Emergent Critical Realist 
perspective which posits performance as an emergent property rather than a contingent 
property (Section 4.4, page 69). While emergence is a concept which has a long history in 
many disciplines including systems thinking the key difference here is that the CR 
understanding of emergence fundamentally differs from contemporary understandings which 
focus on contingent factors for emergence to occur while CR emergence relates to a property 
'that is not possessed by any of the parts individually and that would not be possessed by the 
full set of parts in the absence of a structuring set of relations between them’ (Elder-Voss 
2010, p.17). Performance occurs in the interplay of causal factors, not the presence or 
absence of these factors. It might well be argued that the inability of the performance 
measurement community to settle on a unified theory or indeed to determine conclusively 
whether or not measurement impacts positively on performance stems from a fundamental 
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misunderstanding of how performance emerges. The adoption of the Emergent Critical 
Realist conceptualisation of performance is key to fostering a deeper understanding of the 
measurement-performance link and is unique to this research. 
It is no small irony that the theory to which this work makes the greatest development and 
alteration is control theory. Eccles (1991) is largely credited with starting the performance 
measurement revolution, and with it a considerable academic interest in the pursuit of 
theories of more appropriate and balanced measurement. The search for better, 
multidimensional models and theories of performance caused the control theory perspective 
to fall from the ascendency, and subject areas which persisted in its prominent use (like 
hospitality) were criticised for not moving with the times and holding on to a financially-
focused measurement perspective (Chapter 3, page 39, of this work contains many such 
criticisms).   
Having been openly critical of the overreliance of the hospitality performance literature on 
control theory, one of the key mechanisms uncovered by this research suggested a significant 
control theory influence. But this mechanism underlying the measurement-performance link 
in hospitality is not the simplistic: measurement; management action; performance 
achievement; financially-focused feedback loop of its predecessors. It is, in effect, a control 
theory 2.0 which is a complex, multi-faceted and adaptive model with elements of the 
traditional control theory paradigm, as well as pre-emptive and pre-operational control 
elements, all of which contribute to a fuller explanation of the relationship between 
measurement and the achievement of performance outcomes, than is provided by the control 
theory alone or by other research in this area. The augmented control mechanism is balanced 
and considers both financial and non-financial metrics and how they are used by the case 
organisations. As such, it is in keeping with Eccles (1991) edicts that it does not rely solely 
on lagging indicators. It is an open model and therefore more robust than its forebear and 
more suitable to deployment in the turbulent environment which businesses and their 
measurement systems find themselves in the modern age, which is a key requirement of 
modern measurement systems (Bourne et al. 2014). When utilised sufficiently, the 
mechanism could allow organisations not only to apply control in advance of operations but 
also to pre-empt problems and actively seek solutions to operational issues. This is 
demonstrated most clearly in the differing levels of performance in the case properties which 
can be directly associated with the differing levels of deployment of the control function. The 
differing levels of control mechanisms termed: lagging; limited; and learning, effectively 
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allow organisations to implement increasingly sophisticated levels of control which range 
from the use of rote responses (akin to single loop learning) to pro-active avoidance of 
performance issues (akin to double loop learning).  
In regard to the buffer mechanism which was proposed, the contribution to existing theory is 
minor but instructive, the presence of the buffer mechanism directly asserts the notion of an 
emergent performance rather than a performance based on the presence or absence of 
contingent factors. The buffer mechanism unpacks the conflated control & contingency 
theory (see Section 4.4, page 69) and reasserts the importance of measurement as a vital 
mediating element in the relationship which relates leadership style or characteristics 
(contingent factors) to performance outcomes. Once again, the research demonstrates the 
ability of Critical Realism to provide an explanation beyond that which currently exists in 
published literature where hospitality leadership behaviours and performance are frequently 
related (Patiar & Mia 2009; Kim & Brymer 2011), although it is important to note that 
measurement and its use are never considered as part of that relationship. The notion of a 
buffer mechanism refines the contingency theory of leadership and performance as advocated 
by many authors (Kennerley & Neely 2002; 2003; Phillips 1999a; 2007) by including an 
influential mediating process (measurement) into what is usually regarded as a direct causal 
relationship between influence and outcome. Of course Critical Realism would also take 
issue with a causality which is assumed through correlational studies. The addition of the 
mediating factor of measurement deployment adds a layer of further understanding and 
broader explanation to examinations of the influence of leadership on performance outcomes. 
In particular it adds to our understanding of the measurement-performance link by framing 
performance as an emergent outcome based on the interaction of entities rather than solely on 
the presence or absence of contingent factors like leadership style.  
The harmonising mechanism also contributes, albeit in a very small way, to the advancement 
of agency theory’s role in governing the relationship between hotel owners and management 
companies. Most of the limited publications on the owner / operator relationship in 
hospitality focus on the nature, evolution and execution of the management contract and note 
that the principal agent relationship is rarely enshrined in contracts but exists in practice 
(Eyster 1993; Deroos 2010). A single article deals directly with the principle, agent 
relationship in relation to the incentivisation of capital expenditure goal congruence (Turner 
& Guilding 2010). The incidents of the harmonising mechanism uncovered by this work 
highlight the actions of principals to influence measurement as a strategy to realign the 
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performance of agents. This finding, that the self-interest of principals rather than the self-
interest of agents has a significant impact on performance outcomes is a distinct departure 
from the focus of agency theory in the hospitality literature which concentrates on the 
principal agent relationship from the perspective of financial inducements and financial 
performance outcomes only (Brady & Conlin 2004; Xiao et al. 2012). The finding of a 
harmonising mechanism also suggests that factors beyond the financial are an important 
consideration for hotel owners and that the performance expected of agents may extend 
beyond those covered in contractual agreements while continuing to serve the principal’s 
self-interest. While not changing or revolutionising the existing theory, a paradigm shift 
(from agent self-interest focus to principal self-interest focus) may lead to a more in-depth 
understanding of the measurement-performance link and contribute a new perspective to 
research into the mechanics of the principal agent interaction and how it influences both 
measurement and performance.  
Critical Realism asserts that our knowledge of the world is always provisional and 
historically and culturally relative (Mingers 2006). As such, CR seeks not to predict but to 
explain. The theoretical contributions of this research provide a clear and unambiguous 
explanation of the measurement-performance link in hospitality. These comprehensive 
explanations advance existing theory and challenge the prevailing perspective of how the 
subject area is currently researched and theorised. The explanations forwarded by this 
research update, refine, and expand the existing body of theory by opening the door to a 
deeper and more satisfying explanation of the nature of the measurement-performance link.  
 
12.4 Methodological Contribution  
 
The Critical Realist analysis offered in Section 12.2 (page 298) and the theoretical 
contribution discussed above both made reference to the added the added depth of 
explanation that was available via the use of a CR perspective. The methodological 
contribution of this work is the engine which drives that depth of explanation and allows this 
work to probe further and offer more insight than previous research investigations.  
The use of mixed methods which has been justified in Section 4.7 (page 74) has allowed 
analysis to be deployed across all three strata of Critical Realist reality, offering a more 
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holistic examination of the phenomenon under investigation. Existing research into the PM 
link has been inconclusive at best (Franco & Bourne 2004; Franco-Santos et al. 2012), and it 
is the assertion of this author that this is largely due to the shallow analysis of the subject area 
which is currently being undertaken. Chapters 3 & 4 (page 39 & 58 respectively) which 
discuss the literature in the subject area are noticeably devoid of reference to mixed methods 
studies, which do not seem to have any presence in the measurement literature. In effect, the 
limitation of the subject area is driven by the commitment to either quantitative or qualitative 
research, a limitation which the use of a mixed methodology resolves. Quantitative inquiry is 
judged in Critical Realist terms to uncover the Empirical (the first and most accessible 
stratum of CR reality) while qualitative inquiry may have the ability to probe further into the 
second level of reality, the Actual. While rigorous and useful research can be produced at 
both of these levels, they remain lacking for two reasons: 
1. The existing research ignores the deepest (and most difficult) realm of CR reality, the 
Real. This is where the generative mechanisms which underpin events in the Actual 
and occurrences in the Real are found. Not investigating or acknowledging the Real, 
unfortunately results in an analysis of the measurement-performance link which is 
lacking a key element of explanation. 
 
2. As the existing research all but ignores the Real, it also fails to examine the transitions 
between domains of reality whereby generative mechanisms can be followed through 
the various realms of reality from the Real, to the Actual, to the Empirical, it also fails 
to acknowledge the switching on and off of causal powers which offer an explanation 
for the contextual nature of performance (see also Section 4.3.2, page 66), a 
phenomenon which has not been adequately examined or theorised in the literature.  
 
Unfortunately, the concentration on qualitative or quantitative enquiry and the rejection both 
of a CR meta-theory and of mixed methodologies is one of the major contributing factors to 
the failure of the measurement literature to produce a satisfying explanation or well-fitting 
theory for the measurement-performance link, a failure which remains, at the time of writing, 
the subject of interest and debate (Melnyk et al. 2014; Micheli & Mari 2014). 
Although case studies have been used extensively in existing research in the PM field, it is 
the nature of the CR analysis which allows the methodological contribution to be realised. 
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The initial quantitative study provides indications of the Empirical and suggests the existence 
of relationships in the Actual, while the three-step analysis of the case data allows for a fuller 
uncovering of the CR realms of reality and produces the generative mechanisms of the Real. 
The analysis method persistently asks the fundamentally realist question: ‘what caused the 
events associated with the phenomenon to occur?’ (Easton 2010, p.123). Through multiple 
coding passes, entities with causal power were identified and their interplay examined until a 
mechanism to explain their interactions could be abducted. These mechanisms were further 
interrogated to ensure they were the best fit, in terms of explaining the phenomena observed, 
and finally they were combined with existing theory to provide a full and wholesome 
explanation of the measurement-performance link. The repeated interrogation of the data and 
of the abducted mechanisms is a feature that is not present in either the PM literature or in CR 
cases which have been published and, therefore, can also be regarded as an original 
contribution of this methodology.  
Indeed it could be argued that the retroductive process adopted by this work (see Section 
11.4, page 280) is another methodological contribution; by clarifying the use of abductive 
and retroductive reasoning into an all-encompassing retroductive logic (Sections 4.3.4, page 
68; and 11.4, page 280) and by describing both the act of abduction and the use of 
retroduction to context in order to make inferences of best explanation, this research makes a 
fresh contribution to both the performance measurement literature and the hospitality 
literature where the use of such inferential methodologies are lacking. The number of 
published works of case research which adopt a CR approach are limited (Easton 2002; 
Dubois & Gibbert 2010; Ryan et al. 2012; Vinent & Wapshott 2014) and tend to concentrate 
their contributions on the ontological concepts, and the definition of frameworks of CR 
methodology. None of these works describe in pragmatic terms the execution of a CR 
methodology or the CR method of inference. This work makes a methodological contribution 
by outlining the processes of retroductive inference, and the conduct of an Emergent CR 
investigation in an operationally-focused and grounded manner rather than the theoretical 
contributions of existing writers. Publication of this methodology would also move the field 
forward in terms of providing an exemplar for the conduct of CR research, which is entirely 
lacking from the existing published material.  
The thesis also proposes and uses in its design a specifically adapted set of realist quality 
criteria (Section 4.8, page 79) to ensure the validity and reliability of research across a mixed 
methods realist enquiry. A consideration of the realist quality criteria for validity and 
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reliability does not appear in any of the published research on Critical Realist case studies, 
and considering the sometimes innovative, imaginative or conceptual mechanisms which can 
emerge from CR examinations some consideration of the quality of inference should be 
made. In this regard this research work adds to the existing work of Healy & Perry (2004) 
and demonstrates the use of a set of realist quality criteria in action.  
 
12.5 Industry Contribution 
 
The value of this research to industry may not be realised until further and more expansive 
testing of the mechanisms can be undertaken. However, the identification of generative 
mechanisms which have an influence on the measurement-performance link may provide 
industry with some key recommendations by which to improve their measurement efforts and 
potentially improve outcomes. Beginning with the harmonising mechanism which related to 
the owner / management company relationship, this relationship is of increasing importance 
to the hospitality sector which is seeing greater partnership between asset owners and hotel 
operators who are pursuing an asset-light strategy.  
Essentially, the harmonising mechanism contributes to industry by offering a timely reminder 
that the owner/operator relationship needs to be about more than financial returns, and that 
the self-interest of owners can include the protection of people, positions or reputation as a 
performance priority outside of contractual obligations. Recognising that the needs and 
requirements of owners may stretch beyond the terms of contractual agreements can be 
embraced by industry in one of three ways: 
1. The negotiation of contracts can formally include non-financial performance 
requirements. For owners this will formalise their self-interest and for operators too 
there will be clarity about the expectations of owners outside of the financial 
performance of the property. In many respects the nature of the contractual 
arrangement between owners and operators dictates the focus of organisational 
measurement and a formal inclusion of non-financial performance targets might result 
in more balanced organisational measurement and performance focus, a goal which 
has been advocated throughout the measurement literature (see Sections 2.3, page 12; 
and 2.4, page 14) .  
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2. Frequently it is the hotel general manager who finds themselves serving two masters 
and trying to balance the needs and requirements of both property owners and their 
direct employers (the operating company). A greater awareness of the owner / 
operator dynamic might aid the GM in setting performance priorities and allow them 
to negotiate compromise between the often disparate demands of owners and 
operators. A greater knowledge of this power dynamic might allow a GM to spend 
less time stuck in the middle and more time concentrating on leading and producing 
outcomes that will please both parties.  
 
3. Challenging the perception of dissonant performance and becoming more accepting of 
positive outcomes for the hotel property which may exist outside of the measurement 
system could advance the potential for unique and innovative problem-solving in 
many areas of management. Often, it is the metrics of an organisation which dictate 
the focus of managers and a company that is accepting of dissonant performance 
(which results in positive outcomes) may benefit from rare and inventive problem-
solving by managers which may contribute indirectly (i.e. outside of the PMS) to the 
bottom line. A recognition, also, that dissonant performance may not necessarily be 
the fault of an individual, but rather an indication that measurement systems are not 
currently fit for purpose, will allow for the evolution of performance measurement 
systems and potentially the evolution of performance outcomes.  
 
 
The concept of the buffer mechanism outlined in this research could also have significant 
implications if widely adopted by industry. In particular it is the management of this buffer 
and the correct deployment of measurement responsibility which had an impact on 
performance. As such, the following recommendations may be made to industry:  
1. The careful deployment of measurement responsibility could be more formally tied to 
a manager’s development. As was seen in the case of Hotel B the controlled 
deployment of measurement responsibility in line with individual manager’s 
development contributed greatly to the creation of an autonomous culture and to 
improved performance. Formally adopting the management of metrics as an element 
of trainee management development will give new managers greater insight into the 
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management of their (functional) bottom line and will increase their ability to have an 
impact on outcomes, eventually creating an autonomous culture which has 
considerable trust in the impact of measurement on outcomes (as evidenced at Hotel 
A).  
 
2. Senior managers might become more aware of the strategic deployment of the 
measurement buffer to fit with the business environment in which they are operating. 
For example it is part of their tool chest in terms of both improving the performance 
of the property but also developing and training staff. 
 
3. While SMEs may not necessarily be interested in giving measurement control to staff 
members (due to the size and owner /operator nature of management) the concept of 
the measurement buffer might encourage some SMEs to try to harness the operational 
focus and knowledge of their staff in an effort to make their lagging (financial) 
indicators a little more forward-looking. This would not necessarily be about ceding 
control of measurement or financial information to staff members but being more 
inclusive and seeking the expertise of their managers to assist with service issues 
(beginning the process of becoming more pre-emptive).  
 
The augmented control mechanism proposed by this research offers an example of best 
practice in terms of the use of a multi-dimensional, balanced and open measurement system 
to drive performance outcomes. The creation of a learning control mechanism means that 
organisational measurement does not simply control in a lagging fashion but allows 
organisations to deploy control before, during and after performance. Moving towards the 
creation of an augmented control system may be achieved by the following steps:  
1. Organisations should audit their control function to assess whether it is lagging, 
limited, or learning (see Section 11.3.2, page 273) and produce plans to build their 
control capabilities, to provide training to managers and to encourage the use of pre-
operational and pre-emptive control of performance. 
 
2. The augmented control function is heavily dependent not only on technology but on 
having the right people to interpret the metrics and the operational expertise to 
execute pre-emptive or pre-operational control. Organisations should seek to invest in 
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technology which allows them to move away from a reporting / reactive measurement 
system and to embrace the pre-emptive pre-operational control capabilities that they 
are afforded by more sophisticated measurement systems. Increased sophistication in 
terms of measurement does not necessarily mean increased cost, so this 
recommendation does not preclude SME businesses who may have less money to 
invest in technology. At a very basic level, managers could be trained to look at 
measures and patterns and to try where possible to apply control in advance of 
performance.  
 
3. Organisations should encourage a cultural change whereby measurement and 
reporting are no longer seen as the responsibility of the GM or financial controller 
only but as a part of the organisation as a whole. While many publically traded 
companies are very open with their performance results SMEs are traditionally more 
reticent to share information, particularly financial information, publically. However, 
SMEs can become more open with other metrics and feedback, many of which are 
easily accessible online, and build more inclusive and potentially more sophisticated 
control measures on the service side of their operations while still protecting their 
financial information. As the three cases highlight, increasing sophistication of PMS 
correlates to increased performance outcomes, so while some organisations may not 
wish for their measurement to be entirely transparent, making changes to improve 
measurement and to management response may have a positive impact on outcomes.  
 
The mechanisms uncovered by this research offer great insight and the potential for the 
advancement of measurement in the hotel sector. While the focus in terms of industry 
application of these mechanisms was the larger hotel sector, the SME was also considered, 
and while the application of some of these recommendations might be more difficult in the 
context of a smaller operation, it is hoped that any adoption of change in the culture or 
application of measurement techniques will have a positive impact on outcomes. This has 
been demonstrated repeatedly in the contextual operation of the mechanisms across the 
various case properties (see Section 11.3, page 270).  
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12.6 Limitations of the Research 
 
The Critical Realist epistemological assertion that all knowledge is provisional, and both 
historically and culturally relative (Mingers 2006) assumes that, by the very nature of a 
stratified reality that research-independent access to the world is not possible. At most, any 
CR explanation can only hope to be the best explanation until a more valid explanation is 
presented. This research was undertaken on a part-time basis and as such suffered from an 
extensive time lag between the conduct of research phases (phase one was conducted in the 
late summer of 2012, while the case-studies were finalised in late 2015). While the passage of 
time is a factor for any research project and in particular for those who conduct research on a 
part-time basis, this project was further limited by the momentous changes being experienced 
in the external performance environment of the Irish hotel sector. From 2011 to the present 
the sector has experienced a resurgence of performance which has been unprecedented in its 
history. The original quantitative research surveyed a sector which was only beginning to 
show the first signs of growth after the 2008 global economic collapse while the case 
documents investigated properties that were riding the wave of growth (albeit to different 
performance extents). It is difficult enough to get poorly performing participants to engage 
with a theoretical piece of research but finding a poorly performing property in a period of 
unparalleled hotel performance proved to be impossible due to the time constraints of the 
project. This lack of a poorly performing hotel property as part of the case sample limits the 
ability of the cases to fully explain the measurement-performance link in as broad a set of 
circumstances as possible, as the data here only present the measurement-performance link in 
properties that are currently experiencing growth.  
The research is also limited methodologically by its use of a sequential, quantitative-
qualitative mixed methodology. Using this methodology and working in reverse; from the 
Empirical; to the Actual; to the Real places a considerable importance on the initial 
quantitative phase of the research. The questionnaire becomes vital in terms of orientating the 
researcher in the Empirical, so that they may correctly derive or abduct mechanisms from the 
data. If the 'wrong' questions are asked, then the Empirical which is uncovered may not lead 
to relevant or directly associated mechanisms. A more logical way of approaching a CR 
research project may therefore be in a qualitative-quantitative sequential methodology, 
whereby mechanisms can be postulated and better, more directed questions can be asked 
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during the quantitative phase to discover Empirical representations of the abducted 
mechanisms in the survey data. This project was in this fashion limited by its methodology: a 
methodology which was necessitated by the current state of research into performance 
measurement in the hotel sector (as detailed in Section 3.4, page 41). Starting from a position 
of limited knowledge of the Empirical a quantitative- qualitative research methodology was 
deemed necessary to first orientate the researcher in the Empirical and then allow them to 
work backwards to the causal mechanisms. As a result of this methodological decision there 
is not always a clear path between the results of the Empirical and the mechanisms proposed; 
it is hoped that the depths of analysis have gone some way to remedy this limitation but it is 
acknowledged nonetheless.  
The fact that the SME sector has been, until recently, poorly represented by the performance 
measurement literature has been highlighted throughout this document (see in particular 
Section 3.3, page 40) and it was used as one of the justifications for the conduct of this 
research. However, this research could itself be criticised for concentrating on medium-sized 
branded properties rather than investigating the independent micro-operator. As such, 
although this work does make a contribution to the performance literature for the SME sector 
its focus is on the larger operators in the arena and neglects a vital contributor to the economy 
in the micro-operation.  
 
12.7 Recommendations for further work  
 
In terms of extending this work, the first recommendation is undoubtedly that his work 
should be quantitatively tested using survey methods to trace from the Real to the Actual to 
the Empirical in a reversal of the method used to originally abduct the mechanisms and 
acknowledging one of the research limitations outlined above. Moving through the realms of 
reality in the opposing direction to the conduct of the original research offers potential to 
discover the existence of the speculated mechanisms in the Empirical, but also may begin an 
iterative cycle of investigation by offering new perspectives on the Empirical which will 
require further explanation in the Real, and so on, creating an invaluable and constantly 
updating cycle of research into the measurement performance link. 
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Figure 12.2: A Continuous Cycle of Critical Realist Investigation   
 
Source: Author 
 
The mechanisms proposed in this document could also be used either collectively or 
individually to support further research. Some general recommendations for the extension of 
this research project are now forwarded. 
Considering the collective presence of generative mechanisms and their influence on the 
measurement-performance link in the broader service sector, or indeed the manufacturing 
sector, should be considered as an avenue for further research. A replication of this research 
in the service sector could go some way to establishing whether or not generic generative 
mechanisms exist across sectors or industries. This research would be similar to that of 
Jääskeläinen et al. (2012) who look at generic contingency factors which affect PM in both 
the manufacturing and the service sector. This work is valuable for a greater understanding of 
the PM link beyond the hospitality industry. Such generic generative mechanisms may not in 
fact be found to exist but the conduct of this type of CR case analysis on a broad scale would 
at the very least produce a database of the contextual application of these generative 
mechanisms which influence the measurement-performance link, thus extending knowledge 
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Individually, the mechanisms are also ripe for further exploration: the control mechanism 
offers many avenues for investigation. For example, if one were to investigate the nature and 
influence of roles within the augmented control mechanism; e.g. the role of the accountant / 
financial controller (FC) in traditional control mechanisms is firmly established, but what of 
this role in the augmented control mechanism? How does a pre-emptive measurement system 
impact the role and position of the FC at hotel level, at regional level etc.? There is also 
considerable scope to examine the roles of other key staff members within this mechanism 
and their contribution to the achievement of performance outcomes. This type of 
investigation seeks to describe the influence of individuals and departmental roles on the 
measurement-performance link which is does not seem to be an area which has previously 
been examined in the hospitality literature, which instead focuses on internal and external 
factors on performance, (see Section 3.7, page 49, for a fuller listing of the research focus of 
hospitality performance research). This type of research would also contribute to the research 
into control theory and how it has evolved since the performance measurement revolution.  
The interplay of the proposed control mechanism and the buffer mechanism is ripe for 
investigation. Currently, the role of culture and management style are relegated to those of 
contingent factors in the presence of PMS (Kaplan & Norton 1992; 1993; Bititci et al. 2006) 
but an examination of how these mechanisms work together to influence the measurement-
performance link would go far beyond the current (usually quantitatively asserted) 
performance measurement research. Also, the application of a CR perspective offers a new 
depth and clarity of explanation which was not available from previous research (see Section 
12.5, page 309).  
The mechanisms generated in the Real are not the only source for potential further research. 
The Actual also provides many interesting avenues for further investigation. The assertion 
that there might be a connection between the number of causal interactions and the 
achievement of performance outcomes (see Section 11.2.2, page 266) could be investigated 
empirically which contributes a completely original piece of research to the PM field. Studies 
could also concentrate on the classification of directional interaction (first introduced in 
Section 8.7, page 187) and how they influence the achievement of performance outcomes, 
which once again would be a completely new piece of research in a field that tends to look at 
the influence of single factors (see Section 3.7, page 49) rather than the interaction of 
multiple entities with varying influence on the measurement-performance link.  
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Finally, the purpose of this exploration was to offer explanation into the measurement-
performance link: if the results of this work encourage further investigation then it will 
contribute to the greater understanding of this still elusive area of management research.  
Publication of this research will assist in addressing the paucity of Critical Realist research 
which appears in the main hospitality and tourism journals, very few of which (namely 
Annals of Tourism Research & Hospitality & Society) have published articles with an 
outwardly Critical Realist underpinning.  
In the author’s estimation the CR meta-theoretical perspective offered the best opportunity to 
expound the measurement-performance link and it is hoped that this research has done so. 
This is but one explanation of the measurement-performance link and the author would 
welcome different perspectives and opinions which will only be to the advantage of the 
academy.  
 
12.8 Conclusion 
 
The conduct of the Critical Realist examination of the performance-measurement link in 
hospitality has brought fresh perspective into a problem which had not been sufficiently 
addressed in the subject or sectoral literature. The work has made valuable contributions on 
theoretical, methodological and academic fronts and it is hoped that it will invigorate the 
performance measurement research arena with new ideas new methods and new knowledge.  
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Appendix A: Mixed Method Research Design Typology 
 
4 Major Types of Mixed Method Design: 
i. Triangulation Design 
 
The Triangulation Design is one of the original 6 introduced by Creswell et al. (2003) and is ‘the 
most common and well known approach to mixing methods’ (2007, p. 62). The purpose of 
Triangulation is to ‘obtain different but complimentary data on the same topic’ (Morse, 1991, p.122) 
to overcome the weaknesses of qualitative and quantitative research methods and to transcend the 
‘potential bias and sterility of a single method approach’(Collis & Hussey, 2003, p. 78).  
Triangulation design has 4 variants the details of which are outlined in table 1 below 
 
Variation of Triangulation  Features of Variant  
  
Convergence Model Traditional model of mixed methods with separate data 
collection and analysis and an attempt to synthesise the 
information by comparing and contrasting results 
Data Transformation 
Model 
Also has separate data collection but before analysis one 
type of data is transformed to another (quantifying 
qualitative data for example) to facilitate analysis and 
interpretation of one data type.  
Validating Quantitative 
Data 
Researcher collects both types of data through one 
instrument – adding open question to a quantitative 
survey instrument for example to be used in the 
validation (embellishment) of quantitative results  
Multi-level Model Different levels of investigation (eg Management & 
employees) are examined using different methods with 
results merged into an overall interpretation  
 
Table 2: The Features of the Variants of the Triangulation MMR Design (Creswell & Plano Clark, 
2007) 
ii. Embedded Design 
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The Embedded design is one in which one data set provides a supportive secondary role in a study 
based primarily on the other. The embedded method may seek to answer a particular research 
question or require information from different levels (Creswell et al., 2003) 
Embedded designs, which may be conducted concurrently or sequentially have several variations but 
only two are discussed by Creswell and Plano Clark (2007), that of the experimental model and the 
correlational model. In the experimental model priority is given to the quantitative method with 
quantitative acting in a subservient role this model is used to examine processes. The priority 
position is juxtaposed in the correlational model with the quantitative element being given priority 
over the qualitative element. This model is most commonly used to examine outcomes.  
iii. Explanatory Design 
The Explanatory Design is a two phase mixed methods design which relies on qualitative date to 
build upon or explain initial quantitative results. The Explanatory model has two variations: the 
follow up explanations model in which the researchers decides which quantitative results are to be 
investigated further through qualitative means (usually a sequential design). The second variant is 
the participant selection model where qualitative method is used to select participants for the 
quantitative phase of the study. 
Doyle, Brady, and Byrne (2009) note that this design requires longer implementation times due to its 
sequential format but it is the easiest of the 4 methods to implement. 
 
iv. Exploratory Design 
Similar to the explanatory Design the Exploratory Design is a two phase mixed methods design 
which uses an initial qualitative study to inform a subsequent quantitative study. Again this design 
has two variants; the instrument development model and the taxonomy development model, where 
the qualitative phase is used either to develop items and scales for quantitative investigation or to 
construct variables (for taxonomic or classification purposes) for later testing.  
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Appendix B: The Research Instrument  
Page 1 General Information 
 
 
1. Which of the following best describes your property? 
mlj Family Owned mlj Hotel Consortia Member mlj Hotel Group / Chain mlj Sole Proprietorship 
 
Member 
 
Other (please specify) 
 
 
 
2. How many full time equivalent staff does your business employ? (Please include 
family members if relevant) 
mlj < 10 mlj 10 49 mlj 50 99 mlj 100 149 mlj 150 199 mlj 200 249 mlj 250+ 
 
 
3. What was your average annual occupancy for the trading year 2011? 
mlj 0 19% mlj 20 39% mlj 40 59% mlj 60 79% mlj 80% + 
 
 
4. What was your average annual rate for the year 2011? 
jml < € 39 mlj €40 €59 mlj €60 €79 mlj €80 €99 mlj €100 €119 jml €120 + 
 
 
5. Which of the following best describes your revenue performance for 2011? 
mlj Revenue decreased by more than 5% 
mlj Revenue decreased by less than 5% 
mlj Revenue neither improved nor disimproved 
mlj Revenue increased by less than 5% 
mlj Revenue increased by more than 5% 
 
Other (please specify) 
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Page 2 Measurement Activity 
 
 
6. Does your organisation engage in the formal measurement of its business activities? 
(Through the conduct of employee surveys, customer surveys etc) 
mlj Yes mlj   No mlj The business only measures what is 
 
required by regulation 
 
7. Which business activities does the organisation formally measure? (Please select as 
many as are relevant) 
fec Employee Performance 
fec Environmental Activities: (Green Initiatives, Energy Consumption etc.) 
fec Customer Satisfaction 
fec Internal Processes 
fec Business Growth 
fec Supplier Performance 
fec Regulatory Requirements 
fec Financial Performance 
 
Other (please specify) 
 
 
 
8. What proportion of the organisation's performance measures are financial? 
mlj None 
mlj 1  24% 
mlj 25  49% 
mlj 50  74% 
mlj 75  99% 
mlj All 
 
 
9. Does your organisation engage in the informal measurement of its business 
activities? (Though observation of staff performance or speaking to guests directly) 
mlj Yes 
 
mlj    No 
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10. Which business activities does the organisation informally measure? (Please select 
as many as are relevant) 
 
fec 
 
Internal Processes 
fec Regulatory Requirements 
fec Customer Satisfaction 
fec Supplier Performance 
fec Employee Performance 
fec Environmental Activities: (Green Initiatives, Energy Consumption etc.) 
fec Business Growth 
fec Financial Performance 
 
Other (please specify) 
 
 
 
11. Which levels of management most commonly use the performance measures? 
(Please select as many as are relevant) 
fec Line Managers / Supervisors 
fec Senior Management 
fec Departmental Managers 
fec Regional Director / Owner / General Manager 
fec Employees 
 
Other (please specify) 
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 Disagree  
Performance measures are nmlkj nmlkj nmlkj nmlkj nmlkj 
used for Compensation      
and Reward      
Performance measures are mlj mlj mlj mlj mlj 
used for Performance      
Assessment      
Performance measures are nmlkj nmlkj nmlkj nmlkj nmlkj 
used for Aligning      
Employee Behaviours      
Performance measures are mlj mlj mlj mlj mlj 
used to Improve      
Operational Efficiency      
Performance measures are nmlkj nmlkj nmlkj nmlkj nmlkj 
used for Financial Control      
Performance measures are mlj mlj mlj mlj mlj 
used to Improve Strategic      
Decision Making      
Performance measures are nmlkj nmlkj nmlkj nmlkj nmlkj 
used for Validating      
Strategy      
Performance measures are mlj mlj mlj mlj mlj 
used for Strategic      
Planning      
Performance measures are nmlkj nmlkj nmlkj nmlkj nmlkj 
used for External      
Reporting      
 
Page 3 Measurement Usage 
 
 
12. Please rate your level of agreement or disagreement with the following statements 
in regard to the use of performance measures at your organisation 
Neither Agree nor 
Strongly Disagree                Disagree Agree                     Strongly Agree 
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 Disagree  
Measurement nmlkj nmlkj nmlkj nmlkj nmlkj 
demonstrates direct      
relationships between      
business activities and      
business performance      
Measurement leads mlj mlj mlj mlj mlj 
directly to improved      
performance      
The measures used by the nmlkj nmlkj nmlkj nmlkj nmlkj 
organisation deliver      
insight      
The measures produced in mlj mlj mlj mlj mlj 
the organisation are based      
on good data      
The measures used by the nmlkj nmlkj nmlkj nmlkj nmlkj 
organisation are      
trustworthy      
The measures used by the mlj mlj mlj mlj mlj 
organisation reflect its      
strategic direction      
 
13. Please rate your level of agreement or disagreement with the following statements 
Neither A r  nor 
Strongly Disagree                Disagree Agree                     Strongly Agree 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
14. Which of the following best describes your organisation's assessment of its market-
share performance in comparison to that of your competitors? 
mlj Significantly Worse 
mlj Worse 
mlj Equal 
mlj Better 
mlj Significantly Better 
 
Other (please specify) 
 
 
 
15. Which of the following best describes your organisation's assessment of its 
customer satisfaction performance in comparison to that of your competitors? 
mlj Significantly Worse 
mlj Worse 
mlj Equal 
mlj Better 
mlj Significantly Better 
Other (please specify) 
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16. Which of the following best describes your organisation's assessment of its 
financial performance in comparison to that of your competitors? 
 
mlj 
 
Significantly Worse 
mlj Worse 
mlj Equal 
mlj Better 
mlj Significantly Better 
 
Other (please specify) 
 
 
 
17. Which of the following best describes your organisation's assessment of its 
employee satisfaction performance in comparison to that of your competitors? 
mlj Significantly Worse 
mlj Worse 
mlj Equal 
mlj Better 
mlj Significantly Better 
 
Other (please specify) 
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Page 4 Measurement Issues 
 
 
The following questions seek to understand important aspects of performance measurement in the hospitality sector. Your answers are not 
limited to the size of the text box. 
 
18. Has the focus of your organisations performance measurement changed 
significantly in the last 5 years? Please give details. 
 
 
 
 
 
 
 
 
19. Do you feel that your company has a ‘balanced approach’ (equal priority given to 
financial & nonfinancial measures) to performance measurement? 
Please give details. 
 
 
 
 
 
 
 
 
20. Do you feel that performance measurement has an impact on your organisation's 
performance? 
Please give details. 
 
 
 
 
 
 
 
 
21. The second phase of this research will involve the use of case studies to examine 
issues highlighted by this survey and the conduct of performance measurement in 
your organisation. If you would like to be involved in this phase of the study (or if 
you would like more information) please indicate below. 
 
mlj Yes I would like to be involved in the second phase of research 
 
 
No, I would not like to be involved in the second phase of this research 
 
 
Please send me more information on the case study phase of the research  
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Appendix C: Case Study Protocol  
 
I have put together this document to outline the purpose and detail of my upcoming research at 
your property. This document should be viewed as a proposal and your input and agreement with 
regard to the conduct and implementation of the research is required before commencement. The 
Case Study is, in many ways, collaborative as I require a great deal from your organisation and I 
would obviously like to conduct the research to the highest standard and hopefully provide your 
organisation with a detailed and useful examination of how measurement and performance work 
at [Property Name]  
 
Research Purpose:  
The purpose of the research being undertaken at the [Property Name] is outlined below including 
details of the research questions being investigated and the conduct of the research.  
 
1. General: The general purpose of the case study being conducted is to attempt to answer 
the question:  How does performance measurement impact on the achievement of 
performance outcomes in the Irish hotel sector? This research question seeks to 
deepen the understanding of the relationship between measurement and outcomes which 
has been established in the original phase of the research. This phase of the research also 
has several distinct objectives which build on the information gleaned from the initial 
quantitative phase of the study. The research objectives of phase two are outlined below: 
0. To understand and explain the nature of the relationship between the use of PM and the 
achievement of performance outcomes.  
1. To ascertain the underlying causal structures or mechanisms which exist and influence 
the relationship between PM and outcomes.  
2. To attempt to explain how and why measurement impacts on performance outcomes 
3. To contribute to furthering knowledge about the impact of performance measurement on 
performance outcomes.   
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Research Detail  
Over the page are the various proposed methods for the conduct of the research project. They are 
of course entirely dependent on your final approval and I can discount any method that you feel 
may be inappropriate or inconvenient to day to day operations. I want to be as unobtrusive as 
possible to your staff and to business activities but I do also want to get the largest breath of data 
available. The methods are listed in order of priority.  
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Method Purpose in the Case Study Participants and Time Required  
Short Informal 
Interviews – 
Management Team    
Interviews with functional team members in an attempt 
to ascertain practitioner’s viewpoint on the relationship 
between measurement and outcomes in the organisation. 
Essentially answering the questions: 
1) How does measurement impact on performance?  
2) Why does measurement impact on performance?   
 
Members of the executive team. Interviews should 
take no longer than 30 / 45 minutes. My preference 
would be to do these face to face, but telephone will 
suffice.   
Direct Observation 
(Managers / Shift 
leaders)  
Observation of managers in action to see how the 
measurement imperative is translated into the direction of 
work. Provide insight on the application of informal 
measurement   
A period of time with an operations manager (no-
preference with regard to department) to engage in a 
quality audit walkthrough.  
Document Analysis 
(internal) 
Internal documentation will indicate clearly which 
outcomes are measured, how the focus of management is 
directed.     
Internal documentation will be used to verify comments 
and claims made during the interview phase.  
 
The documents required will depend on issues raised 
in the interviews but may include quality audit 
scores, guest feedback scores both internal 
[HotelCorp] and external. general performance 
results - rate/ RevPAR etc.  
Document Analysis 
(external) 
External Documentation / industry reports will be 
examined to ascertain general market conditions / 
performance factors that may be at play in the external 
environment  
This does not require the involvement of the hotel 
property.  
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Confidentiality  
Several steps will be taken throughout the case study to protect both individual participant 
confidentiality and to protect the confidentiality of the participating organisation. 
1. The confidentiality of the organisation will be treated with the upmost respect at 
all times by the researcher and I am more than happy to sign any documentation 
that may be deemed appropriate in order to insure confidentiality is maintained. 
Any data received during the conduct of the research will be kept in the sole 
possession of the researcher and may be made public only for the purposes of 
academic publishing or use as teaching material  (please see note 2 below for 
further clarification). 
2. In the case of data being made public for the purposes of academic publishing the 
participant organisation will be given advance copies (and editorial input) in 
regard to any of the materials which may contain information that might be 
considered to be confidential. Any data put forth for publication will only be done 
with the express consent of the participant organisation. Similar conditions will 
apply if the case is used as a teaching aid, in this case the organisation will have 
complete editorial control (or veto) of the use of information. 
3. The property or individual participants will not be explicitly named in any 
published materials without prior written consent, this is standard practice in the 
conduct of case study analysis. Being that Ireland / [Market area] is such a 
relatively small market, care will be taken in describing the property to protect 
anonymity for example the hotel may be described as a 4 –star property operating 
in the West of Ireland.   
 
[GM Name] I would like reiterate that the purpose of the project is to see how measurement and 
performance relate to each other and influence each other in the context of your hotel property. I 
will not be making judgments on individual team members or their performance, my focus is at 
an organisational level and the case is not about particular individuals. There may be some 
comparison between teams or functional areas but again in this instance my focus will not be on 
individuals but on teams and their role within the wider organisational structure and culture.  
I would also like to express my gratitude to you for allowing me to conduct my research at your 
property, this is both professionally and personally, a work of huge importance to me and I 
greatly appreciate your willingness to facilitate me. 
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If you have any questions comments or queries please do not hesitate to get in touch, which also 
goes for any staff members who have questions or concerns.  
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Appendix D: Cross-Tabulation Results  
Data Items  Pearson Chi-Square Howrath Room Category  Pearson Chi- Square Mean Hotel  Size   Comment  
Rooms * Mean 
Rooms 
x
2
(2, N=161) = 126.82, p = <.001 x
2
(2, N=161) = 126.82, p = <0.001 Excluded as Measuring the same item 
Rooms * Star 
Rating  
x
2
(8, N=161) = 48.42, p = <.001 x
2
(4, N=161) = 18.33, p = .001 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms * 
Howarth 
Location 
x
2
(6, N=161) = 23.44, p = .001 x
2
(3, N=161) = 13.26, p = .004 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms * Dublin 
V’s Regions 
x
2
(2, N=161) = 19.98, p = <.001 x
2
(1, N=161) = 11.16, p = .001 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* 
Ownership  
x
2
(8, N=159) = 43.7, p = <.001 x
2
(4, N=159) = 45.59, p = <.001 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms * NAMA x
2
(2, N=161) = 10.42, p = .005 x
2
(1, N=161) = 10.28, p = .001 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Staff 
Equivalent 
x
2
(12, N=161) = 68.68, p = <.001 x
2
(6, N=161) = 51.96, p = < .001 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* 
Occupancy 
x
2
(6, N=161) = 29.26, p = <0.001 x
2
(4, N=159) = 16.27, p = .001 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
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Rooms* Rate x
2
(10, N=161) = 16.45, p = .088 x
2
(5, N=158) = 8.10, p = .151 No relationship  
Rooms* Revenue 
Performance 
x
2
(8, N=158) = 17.72, p = .023  x
2
(4, N=158) = 9.79, p = .044 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Formal 
Measurement 
x
2
(4, N=153) = 18.25, p = .001 x
2
(2, N=153) = 16.67, p = <.001 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Formal 
Measurement – 
Environmental 
Activities  
x
2
(2, N=161) = 31.47, p=<.001 x
2
(1, N=161) = 25.68, p =<.001 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Formal 
Measurement – 
Supplier 
Performance  
x
2
(2, N=161) = 13.67, p =.001 x
2
(1, N=161) = 9.90, p = .002  Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Formal 
Measurement –
Business Growth 
x
2
(2, N=161) = 7.23, p = .027 x
2
(1, N=161) = 4.58, p = .032 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Formal 
Measurement – 
Regulatory 
Requirements 
x
2
(2, N=161) = 8.89, p= .012 x
2
(1, N=161) = 3.03, p = .082 Realtionship Exists as Hotels tend towards 
larger size, under Howrath classification 
only.    
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Rooms* Formal 
Measurement – 
Internal Processes 
x
2
(2, N=161) = 12.91, p = .002 x
2
(1, N=161) = 7.93, p = .005 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Formal 
Measurement – 
Employee 
Performance  
x
2
(2, N=161) = 19.20, p = <.001 x
2
(1, N=161) = 12.94, p = <.001 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Formal 
Measurement –
Customer 
Satisfaction  
x
2
(2, N=161) = 14.08, p = .001 x
2
(1, N=161) = 6.28, p = .012 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Formal 
Measurement – 
Financial 
Performance  
x
2
(2, N=161) = 8.22, p =.016 x
2
(1, N=161) = 6.54, p = .011 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Total 
Formal 
Measurement  
x
2
(18, N=161) = 48.11, p = <.001 x
2
(9, N=161) = 28.26, p = .001 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* 
Financial 
Measures 
Proportion  
x
2
(10, N=158) = 18.7, p = .044 x
2
(5, N=158) = 6.93, p = .226 Relationship exists under the Howrath 
Classification of Rooms but not when 
Rooms are classified as being above or 
below sample mean.  
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Rooms* Informal 
Measurement  
x
2
(2, N=159) = 2.91, p = .234 x
2
(1, N=159) = .07, p = .785 No relationship 
Rooms* Informal 
Measurement – 
Environmental 
Activities  
x
2
(2, N=160) = 3.38, p = .185 x
2
(1, N=160) = .35, p = .557 No relationship 
Rooms* Informal 
Measurement – 
Supplier 
Performance  
x
2
(2, N=160) = 4.31, p = .116 x
2
(1, N=160) = 3.13, p = .077 No relationship  
Rooms* Informal 
Measurement – 
Business Growth  
x
2
(2, N=160) = .40, p = .819 x
2
(1, N=160) = 2.25, p = .134 No relationship  
Rooms* Informal 
Measurement – 
Regulatory 
Reqirements  
x
2
(2, N=160) = .61, p = .737  x
2
(1, N=160) = .31, p = .580 No relationship  
Rooms* Informal 
Measurement – 
Internal Processes 
x
2
(2, N=160) = .11, p = .946  x
2
(1, N=160) = .01, p = .946 No relationship  
Rooms* Informal 
Measurement – 
Employee 
Performance  
x
2
(2, N=160) = .03, p = .987 x
2
(1, N=160) = .16, p = .691 No relationship  
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Rooms* Informal 
Measurement – 
Customer 
Satisfaction  
x
2
(2, N=160) = 1.09, p = .581 x
2
(1, N=160) = .58, p = .448 No relationship  
Rooms* Informal 
Measurement – 
Financial 
Performance  
x
2
(2, N=160) = .41, p = .814  x
2
(1, N=160) = 1.52, p = .218 No relationship  
Rooms* Informal 
Measurement – 
Other  
x
2
(4, N=161) = 3.52, p =.474 x
2
(2, N=161) = 2.18, p = .337 No relationship  
Rooms* Total 
Informal 
Measurement  
x
2
(18, N=161) = 19.49, p = .362 x
2
(9, N=161) = 10.92, p = .281 No relationship  
Rooms* Total 
Overall 
Measurement  
x
2
(32, N=161) = 34.47, p = .351 x
2
(16, N=161) = 13.03, p = .670 No relationship  
Rooms* Use – 
Director /Owner  
x
2
(4, N=157) = 4.01, p = .135 x
2
(1, N=157) = .28, p = .594 No relationship 
Rooms* Use – 
Senior Management  
x
2
(2, N=157) = 19.75, p = <.001 x
2
(1, N=157) = 11.62, p = .001 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Use – 
Departmental 
Managers  
x
2
(2, N=157) = 17.55, p = < .001 x
2
(1, N=157) = 11.69, p = .001 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
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Rooms* Use – Line 
Managers / 
Supervisors  
x
2
(2, N=157) = 6.13, p = .047 x
2
(1, N=157) = 2.68, p = .101 Relationship exists under the Howrath 
Classification of Rooms but not when 
Rooms are classified as being above or 
below sample mean. 
Rooms* Use – 
Employees 
x
2
(2, N=157) = .971, p = .615 x
2
(1, N=157) = .73, p = .393 No relationship 
Rooms* Measures 
are used for 
Performance 
Assessment  
x
2
(8, N=142) = 13.71, p = .090 x
2
(4, N=142) = 11.40, p = .022 Relationship exists when Rooms are 
classified as being above or below sample 
mean but no relationship exists under the 
Howrath Classification of Rooms. 
Rooms* Measures 
are used for Aligning 
Employee 
Behaviours 
x
2
(8, N=143) = 8.27, p = .408 x
2
(4, N=143) = 9.11, p = .058 No relationship 
Rooms* Measures 
are used to Imporve 
Operational 
Efficiency 
x
2
(6, N=141) = 7.94, p = .243 x
2
(3, N=141) = 4.82, p = .185 No relationship 
Rooms* Measures 
are used for 
Compensation & 
Reward 
x
2
(8, N=141) = 22.15, p = .005  x
2
(4, N=141) = 14.14, p = .007 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Measures 
are used to Improve 
Strategic Decision 
Making   
x
2
(8, N=143) = 7.78, p = .456 x
2
(4, N=143) = 4.11, p = .392 No relationship 
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Rooms* Measures 
are used for 
Financial Control  
x
2
(8, N=141) = 15.98, p = .043 x
2
(4, N=141) = 10.29, p = .036 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Measures 
are used for Strategic 
Planning  
x
2
(8, N=141) = 10.96, p = .204 x
2
(4, N=141) = 10.17, p = .038 Relationship exists when Rooms are 
classified as being above or below sample 
mean but no relationship exists under the 
Howrath Classification of Rooms. 
Rooms* Measures 
are used for External 
Reporting  
x
2
(8, N=140) = 12.35, p = .136 x
2
(4, N=140) = 13.63, p = .009 Relationship exists when Rooms are 
classified as being above or below sample 
mean but no relationship exists under the 
Howrath Classification of Rooms. 
Rooms* Measures 
are used for 
Validating Strategy 
x
2
(8, N=140) = 7.46, p = .487  x
2
(4, N=140) = 7.22, p = .125 No relationship 
Rooms* Measures 
Deliver Insight  
x
2
(8, N=140) = 18.64, p = .017 x
2
(4, N=140) = 11.18, p = .025 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Measures 
are Trustworthy 
x
2
(8, N=140) = 7.01, p = .535 x
2
(4, N=140) = 5.98, p = .201 No relationship  
Rooms* Measures 
are based on Good 
Data  
x
2
(8, N=141) = 9.67, p = .289 x
2
(4, N=141) = 8.97, p = .062 No relationship  
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Rooms* Measures 
Reflect Strategic 
Direction  
x
2
(8, N=141) = 6.73, p = .566 x
2
(4, N=141) = 6.68, p = .154 No relationship  
Rooms* Direct 
Relationship Beween 
Activities & 
Performance 
x
2
(8, N=140) = 13.42, p = .098 x
2
(4, N=140) = 10.26, p = .036 Relationship exists when Rooms are 
classified as being above or below sample 
mean but no relationship exists under the 
Howrath Classification of Rooms. 
Rooms* 
Measurement Leads 
Directly to Improved 
Performance  
x
2
(8, N=141) = 8.38, p = .397 x
2
(4, N=141) = 4.68, p = .322 No relationship 
Rooms* Market 
Share Performance  
x
2
(6, N=143) = 23.79, p = .001 x
2
(3, N=143) = 13.54, p = .004 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Customer 
Satisfaction 
Performance  
x
2
(8, N=141) = 4.01, p =.857 x
2
(4, N=141) = 2.52, p = .641 No relationship 
Rooms* Financial 
Performance  
x
2
(8, N=141) = 19.49, p = .012 x
2
(4, N=141) = 17.91, p = .001 Realtionship Exists as Hotels tend towards 
larger size, both under Howrath & Sample 
Mean Classifications.    
Rooms* Employee 
Satisfaction 
Performance  
x
2
(10, N=142) = 14.51, p = .151 x
2
(5, N=142) = 4.98, p = .481 No relationship 
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Data Items  Pearson Chi-Square  Comment  
Star Rating * Location  x
2
(92, N=161) = 99.31, p = .283 No Relationship  
Star Rating * Horwath Location  x
2
(12, N=161) = 14.67, p = .260 No Relationship  
Star Rating * Dublin V Regions x
2
(4, N=161) = 3.44, p = .487 No Relationship  
Star Rating * Horwath Rooms x
2
(8, N=161) = 48.24, p = <.001 Relationship exists between Star Rating and increasing Number 
of Rooms by Horwath Classification  
Star Rating * Mean Rooms  x
2
(4, N=161) = 18.33, p = .001 Relationship exists between Star Rating and increasing Number 
of Rooms by Mean Room Classification 
Star Rating* Star Rating  n/a n/a 
Star Rating * Ownership  x
2
(16, N=159) = 14.83, p = .537 No Relationship  
Star Rating * Nama x
2
(4, N=161) = 4.68, p = .321 No Relationship  
Star Rating * Staff Equivalent x
2
(24, N=161) = 89.76, p = <.001 Relationship exists between Star Rating and the Number of Staff 
Employed  
Star Rating * Occupancy x
2
(12, N=159) = 43.14, p = <.001 Relationship exists between Star Rating and level of Occupancy  
Star Rating * Rate x
2
(20, N=158) = 141.33, p = <.001 Relationship exists between Star Rating and the Rate Achieved  
Star Rating * Revenue Performance x
2
(16, N=158) = 43.63, p = <.001 Relationship exists between Star Rating and the Improving 
Revenue Performance of the Organisation  
Star Rating * Formal Measurement x
2
(8, N=153) = 19.94, p = .011 Relationship exists between Star Rating and the Use of Formal 
Measurement  
Star Rating * Formal Measurement – 
Environmental Activities  
x
2
(4, N=161) = 16.20, p = .003 Relationship exists between the Star Rating and the 
measurement of Environmental Activities  Satisfaction 
Star Rating * Formal Measurement – 
Supplier Performance  
x
2
(4, N=161) = 1.53, p = .821 No Relationship  
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Star Rating * Formal Measurement –
Business Growth 
x
2
(4, N=161) = 8.91, p = .064 No Relationship  
Star Rating * Formal Measurement – 
Regulatory Requirements 
x
2
(4, N=161) = 5.31, p = .257 No Relationship  
Star Rating * Formal Measurement – 
Internal Processes 
x
2
(4, N=161) = 7.80, p = .099 No Relationship  
Star Rating * Formal Measurement – 
Employee Performance  
x
2
(4, N=161) = 17.03, p = .002 Relationship exists between the Star Rating and the 
measurement of Employee Performance  Satisfaction 
Star Rating * Formal Measurement –
Customer Satisfaction  
x
2
(4, N=161) = 31.27, p = <.001 Relationship exists between the Star Rating and the 
measurement of Customer Satisfaction  
Star Rating * Formal Measurement – 
Financial Performance  
x
2
(4, N=161) = 8.20, p = .085 No Relationship  
Star Rating * Total Formal Measurement  x
2
(36, N=161) = 64.73, p = .002 Relationship exists between the Star Rating and the Total 
number of measures employed  
Star Rating * Financial Measures 
Proportion  
x
2
(20, N=158) = 42.61, p = .002 Relationship exists between the Star Rating and the proportion 
of financial measurements employed 
Star Rating * Informal Measurement  x
2
(4, N=159) = 8.56, p = .073 No Relationship 
Star Rating * Informal Measurement – 
Environmental Activities  
x
2
(4, N=160) = 10.20, p = .037 Relationship exists between the Star Rating and the Informal 
Measurement of Environmental Activities  
Star Rating * Informal Measurement – 
Supplier Performance  
x
2
(4, N=160) = 4.87, p = .301 No Relationship  
Star Rating * Informal Measurement – 
Business Growth  
x
2
(4, N=160) = 2.71, p = .608 No Relationship  
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Star Rating * Informal Measurement – 
Regulatory Reqirements  
x
2
(4, N=160) = .86, p = .930 No Relationship  
Star Rating * Informal Measurement – 
Internal Processes 
x
2
(4, N=160) = 3.21, p = .523 No Relationship  
Star Rating * Informal Measurement – 
Employee Performance  
x
2
(4, N=160) = 4.61, p = .330 No Relationship  
Star Rating * Informal Measurement – 
Customer Satisfaction  
x
2
(4, N=160) = 1.80, p = .773 No Relationship  
Star Rating * Informal Measurement – 
Financial Performance  
x
2
(4, N=160) = 5.41, p = .248 No Relationship  
Star Rating * Total Informal 
Measurement  
x
2
(36, N=161) = 30.17, p = .742 No Relationship  
Star Rating * Total Overall 
Measurement  
x
2
(64, N=161) = 69.23, p = .305 No Relationship  
Star Rating * Use – Director /Owner  x2(4, N=157) = 14.42, p = .006 Relationship exists between Star Rating and the Use of 
Measures by Directors /Owners & General Managers  
Star Rating * Use – Senior Management  x2(4, N=157) = 19.55, p = .001 Relationship exists between Star Rating and the Use of 
Measures by Senior Management 
Star Rating * Use – Departmental 
Managers  
x
2
(4, N=157) = 17.73, p = .001 Relationship exists between Star Rating and the Use of 
Measures by Departmental Managers  
Star Rating * Use – Line Managers / 
Supervisors  
x
2
(4, N=157) = 12.37, p = .015 Relationship exists between Star Rating and the Use of 
Measures by Line Managers /Supervisors  
Star Rating * Use – Employees x2(4, N=157) = 4.58, p = .333 No Relationship  
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Star Rating * Measures are used for 
Performance Assessment  
x
2
(16, N=142) = 18.76, p = .281 No Relationship  
Star Rating * Measures are used for 
Aligning Employee Behaviours 
x
2
(16, N=143) = 14.15, p = .587 No Relationship  
Star Rating * Measures are used to 
Imporve Operational Efficiency 
x
2
(12, N=141) = 18.68, p = .097 No Relationship  
Star Rating * Measures are used for 
Compensation & Reward 
x
2
(16, N=141) = 17.46, p = .356 No Relationship  
Star Rating * Measures are used to 
Improve Strategic Decision Making   
x
2
(16, N=143) = 20.17, p = .213 No Relationship  
Star Rating * Measures are used for 
Financial Control  
x
2
(16, N=141) = 30.77, p = .014 Relationship exists between Star Rating and agreement with the 
statement that measures are used for financial control  
Star Rating * Measures are used for 
Strategic Planning  
x
2
(16, N=141) = 28.85, p = .025 Relationship exists between Star Rating and agreement with the 
statement that measures are used for strategic planning  
Star Rating * Measures are used for 
External Reporting  
x
2
(16, N=140) = 11.05, p = .807 No Relationship  
Star Rating * Measures are used for 
Validating Strategy 
x
2
(16, N=140) = 17.91, p = .329 No Relationship  
Star Rating * Measures Deliver Insight  x
2
(16, N=140) =15.14, p = .514 No Relationship  
Star Rating * Measures are Trustworthy x
2
(16, N=140) = 12.73, p = .692 No Relationship  
Star Rating * Measures are based on 
Good Data  
x
2
(16, N=141) = 12.60, p = .702 No Relationship  
Star Rating * Measures Reflect Strategic 
Direction  
x
2
(16, N=141) = 22.19, p = .137 No Relationship  
Star Rating * Direct Relationship 
Beween Activities & Performance 
x
2
(16, N=140) =9.86, p = .874 No Relationship  
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Star Rating * Measurement Leads 
Directly to Improved Performance  
x
2
(16, N=141) = 13.97, p = .601 No Relationship  
Star Rating * Market Share Performance  x
2
(12, N=143) = 25.65, p = .012 Relationship exists between Star Rating and the perceived 
Market Share Performance of the Organisation 
Star Rating * Customer Satisfaction 
Performance  
x
2
(16, N=141) = 23.15, p = .110 No Relationship  
Star Rating * Financial Performance  x
2
(16, N=141) = 26.41, p = .049 Relationship exists between Star Rating and the perceived 
Financial Performance of the Organisation  
Star Rating * Employee Satisfaction 
Performance  
x
2
(20, N=141) = 24.00, p = .242 No Relationship  
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Data Item  Pearson Chi-Square  Comment  
Ownership  * Star Rating  x
2
(16, N=159) = 14.83, p = .537 No Relationship  
Ownership * Location   x
2
(92, N=159) = 110.18, p = .095 No Relationship  
Ownership * Horwath Room Classification  x
2
(8, N=159) = 43.70, p = < .001 A relationship exists between ownership types and 
increasing size of rooms under the Horwath 
classification  
Ownership * Mean Room Classification  x
2
(4, N=159) = 45.59, p = < .001 A relationship exists between ownership types and 
increasing room size based on the use of the mean 
number of rooms 
Ownership  * Staff Equivalent x
2
(24, N=159) = 36.84, p = .045 A relationship exists between ownership types and 
increasing numbers of staff 
Ownership  * Occupancy x
2
(20, N=156) = 12.17, p = .893 No Relationship 
Ownership  * Revenue Performance x
2
(16, N=156) = 13.26, p = .654 No Relationship 
Ownership  * Formal Measurement x
2
(8, N=152) = 20.94, p = .007 Relationship between ownership type and the use of 
formal measurement  
Ownership  * Formal Measurement – 
Environmental Activities  
x
2
(4, N=159) = 16.23, p = .003 Relationship between ownership type and the use of 
formal measurement to assess environmental 
activities 
Ownership  * Formal Measurement – Supplier 
Performance  
x
2
(4, N=159) = 19.56, p = .001 Relationship between ownership type & use of 
formal measurement to assess supplier performance  
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Ownership  * Formal Measurement –Business 
Growth 
x
2
(4, N=159) = 11.33, p = .023 Relationship between ownership type and the use of 
formal measurement to assess business growth 
Ownership  * Formal Measurement – Regulatory 
Requirements 
x
2
(4, N=159) = 5.14, p = .273 No Relationship 
Ownership  * Formal Measurement – Internal 
Processes 
x
2
(4, N=159) = 32.75, p = < .001 Relationship between ownership type and the use of 
formal measurement to assess internal processes 
Ownership  * Formal Measurement – Employee 
Performance  
x
2
(4, N=159) = 21.20, p = < .001 Relationship between ownership type and the use of 
formal measurement to assess employee 
performance  
Ownership  * Formal Measurement –Customer 
Satisfaction  
x
2
(4, N=159) = 7.91, p = .095 No Relationship  
Ownership  * Formal Measurement – Financial 
Performance  
x
2
(4, N=159) = 4.49, p = .344 No Relationship  
Ownership  * Total Formal Measurement  x
2
(36, N=159) = 65.13, p = .002 Relationship between ownership type and the total 
number of formal measurement used 
Ownership  * Financial Measures Proportion  x
2
(20, N=156) = 21.58, p = .364 No Relationship  
Ownership  * Informal Measurement  x
2
(4, N=157) = 5.82, p = .213 No Relationship  
Ownership  * Informal Measurement – 
Environmental Activities  
x
2
(4, N=158) = 3.89, p = .421 No Relationship  
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Ownership  * Informal Measurement – Supplier 
Performance  
x
2
(4, N=158) = 3.49, p = .479 No Relationship  
Ownership  * Informal Measurement – Business 
Growth  
x
2
(4, N=158) = 11.56, p = .021 Relationship between ownership type and the use of 
informal measurement for the assessment of 
business growth 
Ownership  * Informal Measurement – Regulatory 
Reqirements  
x
2
(4, N=158) = 0.42, p = .981 No Relationship  
Ownership  * Informal Measurement – Internal 
Processes 
x
2
(4, N=158) = 1.90, p = .755 No Relationship  
Ownership  * Informal Measurement – Employee 
Performance  
x
2
(4, N=158) = 3.37, p = .498 No Relationship  
Ownership  * Informal Measurement – Customer 
Satisfaction  
x
2
(4, N=158) = 4.50, p = .343 No Relationship  
Ownership  * Informal Measurement – Financial 
Performance  
x
2
(4, N=158) = 5.50, p = .240 No Relationship  
Ownership  * Total Informal Measurement  x
2
(36, N=159) = 29.16, p = .783 No Relationship  
Ownership  * Total Overall Measurement  x
2
(64, N=159) = 61.10, p = .580 No Relationship  
Ownership  * Use – Director /Owner  x2(4, N=156) = 2.24, p = .693 No Relationship  
Ownership  * Use – Senior Management  x2(4, N=156) = 10.44, p = .034 Relationship between ownership type and the use of 
measurement by senior management  
Ownership  * Use – Departmental Managers  x2(4, N=156) = 1.21, p = .877 No Relationship  
Ownership  * Use – Line Managers / Supervisors  x2(4, N=156) = 1.53, p = .822 No Relationship  
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Ownership  * Use – Employees x2(4, N=156) = 2.57, p = .632 No Relationship 
   
Ownership  * Measures are used for Performance 
Assessment  
x
2
(16, N=141) = 19.53, p = .242 No Relationship  
Ownership  * Measures are used for Aligning 
Employee Behaviours 
x
2
(16, N=142) = 23.32, p = .105 No Relationship  
Ownership  * Measures are used to Imporve 
Operational Efficiency 
x
2
(12, N=140) = 12.15, p = .434 No Relationship  
Ownership  * Measures are used for Compensation 
& Reward 
x
2
(16, N=140) = 13.88, p = .608 No Relationship  
Ownership  * Measures are used to Improve 
Strategic Decision Making   
x
2
(16, N=142) = 20.02, p = .219 No Relationship  
Ownership  * Measures are used for Financial 
Control  
x
2
(16, N=140) = 15.12, p = .516 No Relationship  
Ownership  * Measures are used for Strategic 
Planning  
x
2
(16, N=140) = 14.21, p = .583 No Relationship  
Ownership  * Measures are used for External 
Reporting  
x
2
(16, N=139) = 36.63, p = .002 Relationship exists between ownership type and 
agreement with the statement that measures are 
used for external reporting 
Ownership  * Measures are used for Validating 
Strategy 
x
2
(16, N=139) = 17.56, p = .350 No Relationship  
Ownership  * Measures Deliver Insight  x
2
(16, N=139) = 12.79, p = .688 No Relationship  
Ownership  * Measures are Trustworthy x
2
(16, N=139) = 20.04, p = .219 No Relationship  
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Ownership  * Measures are based on Good Data  x
2
(16, N=140) = 24.93, p = .071 No Relationship  
Ownership  * Measures Reflect Strategic Direction  x
2
(16, N=140) = 28.21, p = .030 No Relationship  
Ownership  * Direct Relationship Beween 
Activities & Performance 
x
2
(16, N=139) = 14.63, p = .552 No Relationship  
Ownership  * Measurement Leads Directly to 
Improved Performance  
x
2
(16, N=140) = 18.34, p = .305 No Relationship 
Ownership  * Market Share Performance  x
2
(12, N=142) = 43.11, p = < .001 Relationship exists between ownership type and 
improving perceived market share performance 
Ownership  * Customer Satisfaction Performance  x
2
(16, N=140) = 20.22, p = .210 No Relationship 
Ownership  * Financial Performance  x
2
(16, N=140) = 31.83, p = .011 Relationship exists between ownership type and 
improving perceived financial performance 
Ownership  * Employee Satisfaction Performance  x
2
(20, N=141) = 25.22, p = .193 No Relationship  
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Data Items  Pearson Chi-Square  Comment  
Formal Measurement * Location  x
2
(46, N=153) = 70.27, p = .012 Relationship exists between the use of Formal Measurement and 
Location  
Formal Measurement * Horwath Location x
2
(6, N=153) = 8.98, p = .174 No Relationship  
Formal Measurement * Dublin V Regions x
2
(2, N=153) = 3.20, p = .202 No Relationship 
Formal Measurement * Star Rating  x
2
(8, N=153) = 19.94, p = .011 Relationship exists between the use of Formal Measurement and 
Star Rating  
Formal Measurement * Horwath 
Classification  
x
2
(4, N=153) = 18.25, p = .001 Relationship exists between the use of Formal Measurement and 
Horwath Room Classification  
Formal Measurement * Mean Rooms x
2
(2, N=153) = 16.67, p =< .001 Relationship exists between the use of Formal Measurement and 
mean rooms 
Formal Measurement* Ownership  x
2
(8, N=152) = 20.94, p = .007 Relationship exists between the use of Formal Measurement and 
Hotel Ownership Type   
Formal Measurement * NAMA x
2
(2, N=153) = 3.16, p = .206  
Formal Measurement* Staff Equivalent x
2
(12, N=153) = 32.97, p = .001 Relationship exists between the use of Formal Measurement and No 
of Staff Employed  
Formal Measurement* Occupancy x
2
(6, N=151) = 23.31, p = .001 Relationship exists between the use of Formal Measurement and 
Occupancy Levels  
Formal Measurement* Rate x
2
(10, N=150) = 18.46, p = .048 Relationship exists between the use of Formal Measurement and 
Rate Achieved  
Formal Measurement* Revenue 
Performance 
x
2
(8, N=150) = 16.52, p = .035 Relationship exists between the use of Formal Measurement and 
improving Revenue Performance 
Formal Measurement* Formal 
Measurement 
n/a n/a 
Formal Measurement* Formal 
Measurement – Environmental Activities  
x
2
(2, N=153) = 20.91, p = <.001 Relationship exists between the use of Formal Measurement and the 
measurement of Environmental Activities  
 379 
 
Formal Measurement* Formal 
Measurement – Supplier Performance  
x
2
(2, N=153) = .41, p = .816 No Relationship  
Formal Measurement* Formal 
Measurement –Business Growth 
x
2
(2, N=153) = 12.85, p = .002 Relationship exists between the use of Formal Measurement and the 
measurement of Business Growth  
Formal Measurement* Formal 
Measurement – Regulatory Requirements 
x
2
(2, N=153) = 3.93, p = .140 No Relationship 
Formal Measurement* Formal 
Measurement – Internal Processes 
x
2
(2, N=153) = 13.33, p = .001 Relationship exists between the use of Formal Measurement and the 
measurement of Internal Processes  
Formal Measurement* Formal 
Measurement – Employee Performance  
x
2
(2, N=153) = 13.04, p = .001 Relationship exists between the use of Formal Measurement and the 
measurement of Employee Performance  
Formal Measurement* Formal 
Measurement –Customer Satisfaction  
x
2
(2, N=153) = 29.57, p = <.001 Relationship exists between the use of Formal Measurement and the 
measurement of Customer Satisfaction 
Formal Measurement* Formal 
Measurement – Financial Performance  
x
2
(2, N=153) = 22.27, p =< .001 Relationship exists between the use of Formal Measurement and the 
measurement of Financial Performance  
Formal Measurement* Total Formal 
Measurement  
x
2
(18, N=153) = 51.35, p = <.001 Relationship exists between the use of Formal Measurement and the 
Total Number of Formal Measures Employed  
Formal Measurement* Financial Measures 
Proportion  
x
2
(10, N=150) = 18.53, p = .047 Relationship exists between the use of Formal Measurement and the 
Proportion of Financial Measures Used 
Formal Measurement* Informal 
Measurement  
x
2
(2, N=151) = .68, p = .714 No Relationship  
Formal Measurement* Informal 
Measurement – Environmental Activities  
x
2
(2, N=152) = 4.38, p = .112 No Relationship  
Formal Measurement* Informal 
Measurement – Supplier Performance  
x
2
(2, N=152) = 1.57, p = .456 No Relationship  
Formal Measurement* Informal 
Measurement – Business Growth  
x
2
(2, N=152) = 1.57, p = .456 No Relationship  
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Formal Measurement* Informal 
Measurement – Regulatory Reqirements  
x
2
(2, N=152) = 3.20, p = .202 No Relationship  
Formal Measurement* Informal 
Measurement – Internal Processes 
x
2
(2, N=152) = 3.80, p = .150 No Relationship  
Formal Measurement* Informal 
Measurement – Employee Performance  
x
2
(2, N=152) = 4.79, p = .091 No Relationship  
Formal Measurement* Informal 
Measurement – Customer Satisfaction  
x
2
(2, N=152) = 1.48, p = .478 No Relationship  
Formal Measurement* Informal 
Measurement – Financial Performance  
x
2
(2, N=152) = 2.23, p = .328 No Relationship  
Formal Measurement* Total Informal 
Measurement  
x
2
(18, N=153) = 17.23, p = .508 No Relationship  
Formal Measurement* Total Overall 
Measurement  
x
2
(32, N=153) = 42.57, p = .100 No Relationship 
Formal Measurement* Use – Director 
/Owner  
x
2
(2, N=149) = 7.69, p = .021 Relationship exists between the use of Formal Measurement and 
Use of Measures by Directors / Owners / General Managers  
Formal Measurement* Use – Senior 
Management  
x
2
(2, N=149) = 4.39, p = .111 No Relationship 
Formal Measurement* Use – Departmental 
Managers  
x
2
(2, N=149) = 20.25, p = <.001 Relationship exists between the use of Formal Measurement and 
Use of Measures by Departmental Managers  
Formal Measurement* Use – Line 
Managers / Supervisors  
x
2
(2, N=149) = 4.59, p = .101 No Relationship  
Formal Measurement* Use – Employees x2(2, N=149) = .60, p = .741 No Relationship  
Formal Measurement* Measures are used 
for Performance Assessment  
x
2
(8, N=135) = 26.78, p = .001 Relationship exists between the use of Formal Measurement and 
agreement with the statement that measures are used for 
performance assessment 
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Formal Measurement* Measures are used 
for Aligning Employee Behaviours 
x
2
(8, N=136) = 16.26, p = .039 Relationship exists between the use of Formal Measurement and 
agreement with the statement that measures are to align employee 
behaviours 
Formal Measurement* Measures are used 
to Imporve Operational Efficiency 
x
2
(6, N=134) = 11.97, p = .063 No Relationship  
Formal Measurement* Measures are used 
for Compensation & Reward 
x
2
(8, N=134) = 7.06, p = .530 No Relationship  
Formal Measurement* Measures are used 
to Improve Strategic Decision Making   
x
2
(8, N=136) = 13.72, p = .089 No Relationship  
Formal Measurement* Measures are used 
for Financial Control  
x
2
(8, N=134) = 20.78, p = .008 Relationship exists between the use of Formal Measurement and 
agreement with the statement that measures are used for financial 
control  
Formal Measurement* Measures are used 
for Strategic Planning  
x
2
(8, N=134) = 14.81, p = .063 No Relationship  
Formal Measurement* Measures are used 
for External Reporting  
x
2
(8, N=134) = 9.13, p = .332 No Relationship  
Formal Measurement* Measures are used 
for Validating Strategy 
x
2
(8, N=134) = 9.29, p = .319 No Relationship  
Formal Measurement* Measures Deliver 
Insight  
x
2
(8, N=133) = 23.82, p = .002 Relationship exists between the use of Formal Measurement and 
agreement with the statement that measures are used to deliver 
insight  
Formal Measurement* Measures are 
Trustworthy 
x
2
(8, N=133) = 13.76, p = .088 No Relationship 
Formal Measurement* Measures are based 
on Good Data  
x
2
(8, N=134) = 11.28, p = .186 No Relationship  
Formal Measurement* Measures Reflect x
2
(8, N=134) = 14.69, p = .065 No Relationship  
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Strategic Direction  
Formal Measurement* Direct Relationship 
Beween Activities & Performance 
x
2
(8, N=133) = 18.36, p = .019 Relationship exists between the use of Formal Measurement and 
agreement with the statement that measurement demonstrates a 
direct relationship between organisational activities and 
organisational performance.  
Formal Measurement* Measurement Leads 
Directly to Improved Performance  
x
2
(8, N=134) = 21.76, p = .005 Relationship exists between the use of Formal Measurement and 
agreement with the statement that measurement leads directly to 
improved performance 
Formal Measurement* Market Share 
Performance  
x
2
(6, N=136) = 10.75, p = .096 No Relationship  
Formal Measurement* Customer 
Satisfaction Performance  
x
2
(8, N=134) = 4.95, p = .763 No Relationship  
Formal Measurement* Financial 
Performance  
x
2
(8, N=134) = 16.27, p = .039 Relationship exists between the use of Formal Measurement and 
perceived fiancial performance  
Formal Measurement* Employee 
Satisfaction Performance  
x
2
(10, N=135) = 6.32, p = .788 No Relationship  
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Data Items  Pearson Chi-Square  Comment  
Total Formal Measurement * Market Share 
Performance 
x
2
(27, N=143) = 48.66, p = .006 Relationship exists between the total number of formal 
measures used and the perceived market share 
performance  
Total Formal Measurement * Customer Satisfaction 
Performance  
x
2
(36, N=141) = 34.43, p = .543 No Relationship  
Total Formal Measurement * Financial 
Performance 
x
2
(36, N=141) = 56.50, p = .016 Relationship exists between the total number of formal 
measures used and the perceived financial performance  
Total Formal Measurement * Employee Satisfaction  x
2
(45, N=142) = 41.38, p = .626 No Relationship  
Total Informal Measurement * Market Share 
Performance 
x
2
(27, N=143) = 35.94, p = .127 No Relationship  
Total Informal Measurement * Customer 
Satisfaction Performance  
x
2
(36, N=141) = 28.98, p = .791 No Relationship  
Total Informal Measurement * Financial 
Performance 
x
2
(36, N=141) = 32.99, p = .612 No Relationship  
Total Informal Measurement * Employee 
Satisfaction  
x
2
(45, N=142) = 64.32, p = .031 Relationship exists between the total number of informal 
measures used and the perceived employee satisfaction 
performance category 
Total  OverallMeasurement * Market Share 
Performance 
x
2
(45, N=143) = 52.07, p = .218 No Relationship  
Total Overall Measurement * Customer Satisfaction 
Performance  
x
2
(60, N=141) = 56.68, p = .598 No Relationship  
Total Overall Measurement * Financial 
Performance 
x
2
(60, N=141) = 65.96, p = .278 No Relationship  
Total Overall Measurement * Employee 
Satisfaction 
x
2
(75, N=142) = 79.86, p = .329 No Relationship  
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Data Items  Pearson Chi-Square  Comment  
 Performance Measures are used for 
Compensation & Reward* Market 
Share Performance 
x
2
(12, N=140) = 38.72, p = <.001 There is a relationship between increased agreement with the statement 
Performance measures are used for compensation and reward and 
perceived market share performance 
 Performance Measures are used for 
Compensation & Reward* Customer 
Satisfaction Performance  
x
2
(16, N=138) = 18.33, p = .305 No Relationship  
 Performance Measures are used for 
Compensation & Reward* Financial 
Performance 
x
2
(16, N=138) = 29.46, p = .021 There is a relationship between increased agreement with the statement 
Performance measures are used for compensation and reward and 
perceived financial performance 
 Performance Measures are used for 
Compensation & Reward* Employee 
Satisfaction  
x
2
(20, N=139) = 45.74, p = .001 There is a relationship between increased agreement with the statement 
Performance measures are used for compensation and reward and 
perceived employee satisfaction performance 
 
Data Items  Pearson Chi-Square  Comment  
 Performance Measures ares used for 
Performance Assessment * Market 
Share Performance 
x
2
(12, N=141) = 8.92, p = .709 No Relationship  
 Performance Measures ares used for 
Performance Assessment * Customer 
Satisfaction Performance  
x
2
(16, N=139) = 14.01, p = .598 No Relationship  
 Performance Measures ares used for 
Performance Assessment * Financial 
Performance 
x
2
(16, N=139) = 16.86, p = .395 No Relationship  
PMs  are used for Performance 
Assessment * Employee Satisfaction  
x
2
(20, N=140) = 19.87, p = .466 No Relationship  
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Data Items  Pearson Chi-Square  Comment  
 Performance Measures are used for 
Aligning Employee Behaviours* Market 
Share Performance 
x
2
(12, N=142) = 7.66, p = .811 No Relationship  
 Performance Measures are used for 
Aligning Employee Behaviours* 
Customer Satisfaction Performance  
x
2
(16, N=140) = 18.06, p = .320 No Relationship  
 Performance Measures are used for 
Aligning Employee Behaviours* 
Financial Performance 
x
2
(16, N=140) = 13.31, p = .650 No Relationship  
 Performance Measures are used for 
Aligning Employee Behaviours* 
Employee Satisfaction  
x
2
(20, N=141) = 32.98, p = .034 There is a relationship between increased agreement with the statement 
Performance measures are used for aligning employee behaviours and 
perceived employee satisfaction performance  
 
Data Items  Pearson Chi-Square  Comment  
 Performance Measures are used to 
Improve Operational Efficiency* Market 
Share Performance 
x
2
(9, N=140) = 8.16, p = .518 No Relationship  
 Performance Measures are used to 
Improve Operational Efficiency* 
Customer Satisfaction Performance  
x
2
(12, N=138) = 10.26, p = .593 No Relationship  
 Performance Measures are used to 
Improve Operational Efficiency* 
Financial Performance 
x
2
(12, N=138) = 21.26, p = .047 There is a relationship between increased agreement with the statement 
Performance measures are used to improve operational efficiency and 
perceived financial performance 
PMs are used to Improve Operational 
Efficiency* Employee Satisfaction  
x
2
(15, N=139) = 14.70, p = .473 No Relationship  
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Data Items  Pearson Chi-Square  Comment  
 Performance Measures are used for Financial Control * Market Share 
Performance 
x
2
(12, N=140) = 16.17, p = .184 No Relationship  
 Performance Measures are used for Financial Control * Customer 
Satisfaction Performance  
x
2
(16, N=138) = 13.46, p = .639 No Relationship  
 Performance Measures are used for Financial Control * Financial 
Performance 
x
2
(16, N=138) = 18.43, p = .299 No Relationship  
 Performance Measures are used for Financial Control * Employee 
Satisfaction  
x
2
(20, N=139) = 11.64, p = .928 No Relationship  
 
 
Data Items  Pearson Chi-Square  Comment  
 Performance Measures are use to 
improve Strategic Decision Making* 
Market Share Performance 
x
2
(12, N=142) = 12.05, p = .442 No Relationship  
 Performance Measures are use to 
improve Strategic Decision Making* 
Customer Satisfaction Performance  
x
2
(16, N=140) = 13.17, p = .660 No Relationship  
 Performance Measures are use to 
improve Strategic Decision Making* 
Financial Performance 
x
2
(16, N=140) = 37.23, p = .002 There is a relationship between increased agreement with the statement 
Performance measures are used to improve strategic decision making and 
perceived financial performance  
 Performance Measures are use to 
improve Strategic Decision Making* 
Employee Satisfaction  
x
2
(20, N=141) = 16.85, p = .663 No Relationship  
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Data Items  Pearson Chi-Square  Comment  
  Performance Measures are used for Validating Strategy * Market 
Share Performance 
x
2
(12, N=139) = 12.71, p = .390 No Relationship  
  Performance Measures are used for Validating Strategy * Customer 
Satisfaction Performance  
x
2
(16, N=137) = 9.22, p = .904 No Relationship  
  Performance Measures are used for Validating Strategy * Financial 
Performance 
x
2
(16, N=137) = 13.58, p = .630 No Relationship  
  Performance Measures are used for Validating Strategy * Employee 
Satisfaction  
x
2
(20, N=138) = 22.37, p = .321 No Relationship  
 
 
Data Items  Pearson Chi-Square  Comment  
 Performanc Measures are used for Strategic 
Planning * Market Share Performance 
x
2
(12, N=140) = 21.21, p = .047 There is a relationship between increased agreement with 
the statement Performance measures are used for 
strategic planning and perceived market share 
performance  
 Performanc Measures are used for Strategic 
Planning * Customer Satisfaction Performance  
x
2
(16, N=138) = 18.49, p = .296 No Relationship  
 Performanc Measures are used for Strategic 
Planning * Financial Performance 
x
2
(16, N=138) = 21.28, p = .168 No Relationship  
 Performanc Measures are used for Strategic 
Planning * Employee Satisfaction  
x
2
(20, N=139) = 9.46, p = .977 No Relationship  
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Data Items  Pearson Chi-Square  Comment  
 Performance Measures are used for External Reporting * Market 
Share Performance 
x
2
(12, N=139) = 11.97, p = .448 No Relationship  
 Performance Measures are used for External Reporting * Customer 
Satisfaction Performance  
x
2
(16, N=137) = 23.81, p = .094 No Relationship  
 Performance Measures are used for External Reporting * Financial 
Performance 
x
2
(16, N=137) = 24.26, p = .084 No Relationship  
 Performance Measures are used for External Reporting * Employee 
Satisfaction  
x
2
(20, N=138) = 15.24, p = .762 No Relationship  
 
 
Data Items  Pearson Chi-Square  Comment  
Measurement demonstrates direct relationships between business activities and business 
performance * Market Share Performance 
x
2
(12, N=140) = 18.93, p = .090 No Relationship 
Measurement demonstrates direct relationships between business activities and business 
performance * Customer Satisfaction Performance  
x
2
(16, N=138) = 10.68, p = .829 No Relationship  
Measurement demonstrates direct relationships between business activities and business 
performance * Financial Performance 
x
2
(16, N=138) = 16.00, p = .453 No Relationship  
Measurement demonstrates direct relationships between business activities and business 
performance * Employee Satisfaction  
x
2
(16, N=139) = 9.86, p = .874 No Relationship  
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Data Items  Pearson Chi-Square  Comment  
 Measurement leads directly to improved performance  * Market Share Performance x
2
(12, N=141) = 13.84, p = .311 No Relationship  
 Measurement leads directly to improved performance  * Customer Satisfaction 
Performance  
x
2
(16, N=139) = 8.54, p = .931 No Relationship  
 Measurement leads directly to improved performance  * Financial Performance x
2
(16, N=139) = 11.53, p = .775 No Relationship  
 Measurement leads directly to improved performance  * Employee Satisfaction  x
2
(16, N=140) = 14.88, p = .534 No Relationship  
 
Data Items  Pearson Chi-Square  Comment  
The measures used deliver insight * Market Share Performance x
2
(12, N=140) = 9.87, p = .627 No Relationship  
The measures used deliver insight * Customer Satisfaction Performance  x
2
(16, N=138) = 14.65, p = .550 No Relationship  
The measures used deliver insight * Financial Performance x
2
(16, N=138) = 14.01, p = .598 No Relationship  
The measures used deliver insight * Employee Satisfaction x
2
(16, N=139) = 20.02, p = .219 No Relationship  
 
Data Items  Pearson Chi-Square  Comment  
The Measures produced in the organisation are 
based on good data* Market Share Performance 
x
2
(12, N=141) = 22.22, p = .035 Relationship exists between increasing agreement with the 
statement Measures produced in the organisation are based on 
good data and perceived market share performance  
The Measures produced in the organisation are 
based on good data* Customer Satisfaction 
Performance  
x
2
(16, N=139) = 22.51, p = .128 No Relationship  
The Measures produced in the organisation are 
based on good data* Financial Performance 
x
2
(16, N=139) = 12.36, p = .719 No Relationship 
The Measures produced in the organisation are 
based on good data* Employee Satisfaction  
x
2
(16, N=140) = 9.44, p = .894 No Relationship 
 
 390 
 
Data Items  Pearson Chi-Square  Comment  
The Measures used by the organisation are 
trustworthy* Market Share Performance 
x
2
(12, N=140) = 29.62, p = .003 Relationship exists between increasing agreement with the 
statement Measures used by the organisation are trustworthy 
and perceived market share performance  
The Measures used by the organisation are 
trustworthy* Customer Satisfaction Performance  
x
2
(16, N=138) = 14.37, p = .571 No Relationship  
The Measures used by the organisation are 
trustworthy* Financial Performance 
x
2
(16, N=138) = 45.86, p = <.001 Relationship exists between increasing agreement with the 
statement Measures used by the organisation are trustworthy 
and perceived financial performance  
The Measures used by the organisation are 
trustworthy* Employee Satisfaction  
x
2
(16, N=139) = 13.13, p = .663 No Relationship  
 
 
 
Data Items  Pearson Chi-Square  Comment  
The Measures used by the organisation reflect its strategic 
direction * Market Share Performance 
x
2
(12, N=141) = 14.25, p = .285 No Relationship  
The Measures used by the organisation reflect its strategic 
direction * Customer Satisfaction Performance  
x
2
(16, N=139) = 11.71, p = .764 No Relationship  
The Measures used by the organisation reflect its strategic 
direction * Financial Performance 
x
2
(16, N=139) = 17.05, p = .382 No Relationship  
The Measures used by the organisation reflect its strategic 
direction * Employee Satisfaction  
x
2
(16, N=140) = 21.49, p = .160 No Relationship  
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Data Items  Pearson Chi-Square  Comment  
NAMA * Horwath Location  x
2
(3, N=161) = 2.10, p = .553 No Relationship  
NAMA * Dublin V’s Regions x2(1, N=161) = 1.48, p = .225 No Relationship  
NAMA * Horwath Classification  x
2
(2, N=161) = 10.42, p = .005 Relationship exists between NAMA 
membership and increasing room size  
NAMA * Mean Rooms x
2
(1, N=161) = 10.28, p = .001 Relationship exists between NAMA 
membership and increasing room size 
NAMA* Star Rating x
2
(4, N=161) = 4.68, p = .321 No Relationship  
NAMA* Ownership  x
2
(4, N=159) = 21.43, p = .000 Relationship exists between NAMA 
membership and Organisation Ownership  
NAMA* Staff Equivalent x
2
(6, N=161) = 8.77, p = .187 No Relationship  
NAMA* Occupancy x
2
(3, N=159) = 2.47, p = .481 No Relationship  
NAMA* Rate x
2
(5, N=158) = 3.73, p = .589 No Relationship  
NAMA* Revenue Performance x
2
(4, N=158) = 5.46, p = .243 No Relationship  
NAMA* Formal Measurement x
2
(2, N=153) = 3.16, p = .206 No Relationship  
NAMA* Formal Measurement – Environmental 
Activities  
x
2
(1, N=161) = .27, p = .603 No Relationship  
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NAMA* Formal Measurement – Supplier 
Performance  
x
2
(1, N=161) = 2.98, p = .084 No Relationship  
NAMA* Formal Measurement –Business Growth x2(1, N=161) = 5.51, p = .019 Relationship exists between NAMA 
membership and the fromal measurement of 
business growth 
NAMA* Formal Measurement – Regulatory 
Requirements 
x
2
(1, N=161) = 5.45, p = .020 Relationship exists between NAMA 
membership and the fromal measurement of 
regulatory requirements  
NAMA* Formal Measurement – Internal 
Processes 
x
2
(1, N=161) = .57, p = .451 No Relationship 
NAMA* Formal Measurement – Employee 
Performance  
x
2
(1, N=161) = 3.48, p = .062 No Relationship  
NAMA* Formal Measurement –Customer 
Satisfaction  
x
2
(1, N=161) = 2.27, p = .132 No Relationship  
NAMA* Formal Measurement – Financial 
Performance  
x
2
(1, N=161) = .25, p = .615 No Relationship  
NAMA* Total Formal Measurement  x
2
(9, N=161) = 7.54, p = .581 No Relationship  
NAMA* Financial Measures Proportion  x
2
(5, N=158) = 1.83, p = .872 No Relationship  
NAMA* Informal Measurement  x
2
(1, N=159) = 14.06, p = .000 Relationship exists between NAMA 
membership and engagement with informal 
measurement  
NAMA* Informal Measurement – Environmental 
Activities  
x
2
(1, N=160) = .30, p = .585 No Relationship  
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NAMA* Informal Measurement – Supplier 
Performance  
x
2
(1, N=160) = .34, p = .562 No Relationship  
NAMA* Informal Measurement – Business 
Growth  
x
2
(1, N=160) = 1.74, p = .187 No Relationship  
NAMA* Informal Measurement – Regulatory 
Reqirements  
x
2
(1, N=160) = .01, p = .910 No Relationship  
NAMA* Informal Measurement – Internal 
Processes 
x
2
(1, N=160) = .03, p = .863 No Relationship  
NAMA* Informal Measurement – Employee 
Performance  
x
2
(1, N=160) = .69, p = .406 No Relationship  
NAMA* Informal Measurement – Customer 
Satisfaction  
x
2
(1, N=160) = 1.81, p = .178 No Relationship  
NAMA* Informal Measurement – Financial 
Performance  
x
2
(1, N=160) = .06, p = .809 No Relationship  
NAMA* Total Informal Measurement  x
2
(9, N=161) = 7.83, p = .551 No Relationship  
NAMA* Total Overall Measurement  x
2
(16, N=161) = 18.65, p = .287 No Relationship  
NAMA* Use – Director /Owner  x2(1, N=157) = .43, p = .513 No Relationship  
NAMA* Use – Senior Management  x2(1, N=157) = .18, p = .670 No Relationship  
NAMA* Use – Departmental Managers  x2(1, N=157) = .09, p = .762 No Relationship  
NAMA* Use – Line Managers / Supervisors  x2(1, N=157) = .23, p = .629 No Relationship  
NAMA* Use – Employees x2(1, N=157) = 1.46, p = .227 No Relationship  
NAMA* Measures are used for Performance 
Assessment  
x
2
(4, N=142) = 1.60, p = .808 No Relationship  
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NAMA* Measures are used for Aligning 
Employee Behaviours 
x
2
(4, N=143) = 5.16, p = .271 No Relationship  
NAMA* Measures are used to Imporve 
Operational Efficiency 
x
2
(3, N=141) = 1.16, p = .763 No Relationship  
NAMA* Measures are used for Compensation & 
Reward 
x
2
(4, N=141) = 4.17, p = .383 No Relationship  
NAMA* Measures are used to Improve Strategic 
Decision Making   
x
2
(4, N=143) = 1.73, p = .785 No Relationship  
NAMA* Measures are used for Financial Control  x
2
(4, N=141) = 1.10, p = .895 No Relationship  
NAMA* Measures are used for Strategic Planning  x
2
(4, N=141) = 1.97, p = .742 No Relationship  
NAMA* Measures are used for External 
Reporting  
x
2
(4, N=140) = 2.12, p = .713 No Relationship  
NAMA* Measures are used for Validating 
Strategy 
x
2
(4, N=140) = 1.77, p = .778 No Relationship  
NAMA* Measures Deliver Insight  x
2
(4, N=140) = 1.92, p = .750 No Relationship  
NAMA* Measures are Trustworthy x
2
(4, N=140) = .75, p = .945 No Relationship  
NAMA* Measures are based on Good Data  x
2
(4, N=141) = 3.30, p = .509 No Relationship  
NAMA* Measures Reflect Strategic Direction  x
2
(4, N=141) = 2.98, p = .561 No Relationship  
NAMA* Direct Relationship Beween Activities & 
Performance 
x
2
(4, N=140) = 0.52, p = .971 No Relationship  
NAMA* Measurement Leads Directly to 
Improved Performance  
x
2
(4, N=141) = .56, p = .967 No Relationship  
NAMA* Market Share Performance  x
2
(3, N=143) = 1.66, p = .646 No Relationship  
NAMA* Customer Satisfaction Performance  x
2
(4, N=141) = 1.05, p = .902 No Relationship  
NAMA* Financial Performance  x
2
(4, N=141) = 2.14, p = .710 No Relationship  
NAMA* Employee Satisfaction Performance  x
2
(5, N=142) = 1.64, p = .896 No Relationship  
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Data Items  Pearson Chi-Square Howrath Location 
Category  
Pearson Chi- Square Dublin V’s 
Regions  
Comment  
Location * Star Rating  x
2
(12, N=161) = 14.67, p = .260 x
2
(4, N=161) = 3.44, p = .487 No relationship  
Location * Horwath 
Classification  
x
2
(6, N=161) = 23.44, p = .001 x
2
(2, N=161) = 19.98, p = <.001 Realtionship Exists based on Howrath 
Location Classification and on a Dublin 
V’s The Rest of the Country 
Classification.    
Location * Mean Rooms x
2
(3, N=161) = 13.26, p = .004 x
2
(1, N=161) = 11.16, p = .001 Realtionship Exists based on Howrath 
Location Classification and on a Dublin 
V’s The Rest of the Country 
Classification.    
Location* Ownership  x
2
(12, N=159) = 17.12, p =.145 x
2
(4, N=159) = 12.79, p = .012 Relationship exists under the Howrath 
Classification of Location but not when 
Location is classified as Dublin or Not 
Dublin. 
Location * NAMA x
2
(3, N=161) = 2.10, p = .553 x
2
(1, N=161) = 1.48, p = .225 No Relationship  
Location * Staff Equivalent x
2
(18, N=161) = 30.48, p = .033 x
2
(6, N=161) = 16.93, p = .010 Realtionship Exists based on Howrath 
Location Classification and on a Dublin 
V’s The Rest of the Country 
Classification.    
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Location * Occupancy x
2
(9, N=159) = 35.03, p = <.001 x
2
(3, N=159) = 30.69, p = <.001 Realtionship Exists based on Howrath 
Location Classification and on a Dublin 
V’s The Rest of the Country 
Classification.    
Location * Rate x
2
(15, N=158) = 9.45, p = .853 x
2
(5, N=158) = 1.93, p = .858 No relationship 
Location * Revenue 
Performance 
x
2
(12, N=158) = 35.64, p = <.001 x
2
(4, N=158) = 22.32, p = <.001 Realtionship Exists based on Howrath 
Location Classification and on a Dublin 
V’s The Rest of the Country 
Classification.    
Location * Formal 
Measurement 
x
2
(6, N=153) = 8.98, p = .174 x
2
(2, N=153) = 3.20, p = .202 No relationship  
Location * Formal 
Measurement – 
Environmental Activities  
x
2
(3, N=161) = 2.27, p = .519 x
2
(1, N=161) = 1.72, p = .190 No relationship  
Location * Formal 
Measurement – Supplier 
Performance  
x
2
(3, N=161) = 1.57, p = .667 x
2
(1, N=161) = 1.22, p = .270 No relationship  
Location * Formal 
Measurement –Business 
Growth 
x
2
(3, N=161) = 11.16, p = .011 x
2
(1, N=161) = 1.20, p = .273 Relationship exists under the Howrath 
Classification of Location but not when 
Location is classified as Dublin or Not 
Dublin. 
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Location * Formal 
Measurement – Regulatory 
Requirements 
x
2
(3, N=161) = .47, p = .926 x
2
(1, N=161) = .01, p = .906 No relationship  
Location * Formal 
Measurement – Internal 
Processes 
x
2
(3, N=161) = 3.40, p = .334 x
2
(1, N=161) = 2.98, p = .084 No relationship  
Location * Formal 
Measurement – Employee 
Performance  
x
2
(3, N=161) = 6.52, p = .089 x
2
(1, N=161) = 4.86, p = .027 Relationship exists when Location is 
classified as Dublin or Not Dublin but no 
relationship exists under the Howrath 
Classification of Location. 
Location * Formal 
Measurement –Customer 
Satisfaction  
x
2
(3, N=161) = 3.49, p = .322 x
2
(1, N=161) = 2.36, p = .125 No relationship  
Location * Formal 
Measurement – Financial 
Performance  
x
2
(3, N=161) = .35, p = .950 x
2
(1, N=161) = .01, p = .919 No relationship  
Location * Total Formal 
Measurement  
x
2
(27, N=161) = 22.97, p = .687 x
2
(9, N=161) = 9.37, p = .404 No relationship  
Location * Financial 
Measures Proportion  
x
2
(15, N=158) = 10.75, p = .770 x
2
(5, N=158) = 1.32, p = .933 No relationship  
Location * Informal 
Measurement  
x
2
(3, N=159) = 1.28, p = .735 x
2
(1, N=159) = .38, p = .540 No relationship  
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Location * Informal 
Measurement – 
Environmental Activities  
x
2
(3, N=160) = .62, p = .893 x
2
(1, N=160) = .41, p = .522 No relationship  
Location * Informal 
Measurement – Supplier 
Performance  
x
2
(3, N=160) = 1.72, p = .632 x
2
(1, N=160) = 1.65, p = .199 No relationship  
Location * Informal 
Measurement – Business 
Growth  
x
2
(3, N=160) = .41, p = .938 x
2
(1, N=160) = .23, p = .632 No relationship  
Location * Informal 
Measurement – Regulatory 
Reqirements  
x
2
(3, N=160) = 3.24, p = .356 x
2
(1, N=160) = 1.84, p = .175 No relationship  
Location * Informal 
Measurement – Internal 
Processes 
x
2
(3, N=160) = .45, p = .930 x
2
(1, N=160) = .33, p = 563 No relationship  
Location * Informal 
Measurement – Employee 
Performance  
x
2
(3, N=160) =3.54, p = .315 x
2
(1, N=160) = 2.13, p = .144 No relationship  
Location * Informal 
Measurement – Customer 
Satisfaction  
x
2
(3, N=160) = 7.06, p = .070 x
2
(1, N=160) = 3.77, p = .052 No relationship  
Location * Informal 
Measurement – Financial 
Performance  
x
2
(3, N=160) = 2.93, p = .402 x
2
(1, N=160) = .03, p = .874 No relationship  
Location * Total Informal 
Measurement  
x
2
(27, N=161) = 19.61, p = .847 x
2
(9, N=161) = 9.35, p = .406 No relationship  
 399 
 
Location * Total Overall 
Measurement  
x
2
(48, N=161) = 41.22, p = .745 x
2
(16, N=161) = 4.62, p = .997 No relationship  
Location * Use – Director 
/Owner  
x
2
(3, N=157) = 1.52, p = .679 x
2
(1, N=157) = .03, p = .866 No relationship  
Location * Use – Senior 
Management  
x
2
(3, N=157) = 4.59, p = .204 x
2
(1, N=157) = 3.06, p = .080 No relationship  
Location * Use – 
Departmental Managers  
x
2
(3, N=157) = 3.98, p = .263 x
2
(1, N=157) = 1.13, p = .287 No relationship  
Location * Use – Line 
Managers / Supervisors  
x
2
(3, N=157) = 3.27, p = .352 x
2
(1, N=157) = 2.94, p = .086 No relationship  
Location * Use – Employees x2(3, N=157) = 7.08, p = .069 x2(1, N=157) = .29, p = .589 No relationship  
Location * Measures are used 
for Performance Assessment  
x
2
(12, N=142) = 21.63, p = .042 x
2
(4, N=142) = 5.62, p = .230 Relationship exists under the Howrath 
Classification of Location but not when 
Location is classified as Dublin or Not 
Dublin. 
Location * Measures are used 
for Aligning Employee 
Behaviours 
x
2
(12, N=143) = 11.22, p = .511 x
2
(4, N=143) = 2.21, p = .697 No relationship  
Location * Measures are used 
to Imporve Operational 
Efficiency 
x
2
(9, N=141) = 11.83, p = .223 x
2
(3, N=141) = 2.48, p = .479 No relationship  
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Location * Measures are used 
for Compensation & Reward 
x
2
(12, N=141) = 24.27, p = .019 x
2
 (4, N=141) = 13.33, p = .010 Realtionship Exists based on Howrath 
Location Classification and on a Dublin 
V’s The Rest of the Country 
Classification.    
Location * Measures are used 
to Improve Strategic Decision 
Making   
x
2
(12, N=143) = 19.73, p = .072 x
2
(4, N=143) = 5.84, p = .212 No relationship 
Location * Measures are used 
for Financial Control  
x
2
(12, N=141) = 20.04, p = .066 x
2
(4, N=141) = 11.68, p = .020 Relationship exists when Location is 
classified as Dublin or Not Dublin but no 
relationship exists under the Howrath 
Classification of Location. 
Location * Measures are used 
for Strategic Planning  
x
2
(12, N=141) = 12.00, p = .446 x
2
(4, N=141) = 4.23, p = .376 No relationship 
Location * Measures are used 
for External Reporting  
x
2
(12, N=140) = 25.04, p = .015 x
2
(4, N=140) = 19.80, p = .001 Realtionship Exists based on Howrath 
Location Classification and on a Dublin 
V’s The Rest of the Country 
Classification.    
Location * Measures are used 
for Validating Strategy 
x
2
(12, N=140) = 15.19, p = .231 x
2
(4, N=140) = 4.54, p = .338 No relationship  
Location * Measures Deliver 
Insight  
x
2
(12, N=140) = 19.60, p = .075 x
2
(4, N=140) = 7.61, p = .107 No relationship  
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Location * Measures are 
Trustworthy 
x
2
(12, N=140) = 13.13, p = .360 x
2
(4, N=140) = 8.87, p = .065 No relationship  
Location * Measures are 
based on Good Data  
x
2
(12, N=141) = 17.00, p = .150 x
2
(4, N=141) = 10.66, p = .031 Relationship exists when Location is 
classified as Dublin or Not Dublin but no 
relationship exists under the Howrath 
Classification of Location. 
Location * Measures Reflect 
Strategic Direction  
x
2
(12, N=141) = 19.37, p = .080 x
2
(4, N=141) = 9.63, p = .047 Relationship exists when Location is 
classified as Dublin or Not Dublin but no 
relationship exists under the Howrath 
Classification of Location. 
Location * Direct 
Relationship Beween 
Activities & Performance 
x
2
(12, N=140) = 17.44, p = .134 x
2
(4, N=140) = 12.48, p = .014 Relationship exists when Location is 
classified as Dublin or Not Dublin but no 
relationship exists under the Howrath 
Classification of Location. 
Location * Measurement 
Leads Directly to Improved 
Performance  
x
2
(12, N=141) = 15.39, p = .221 x
2
(4, N=141) = 8.29, p = .082 No relationship 
Location * Market Share 
Performance  
x
2
(9, N=143) = 6.30, p = .710 x
2
(3, N=143) = 4.46, p = .216 No relationship 
Location * Customer 
Satisfaction Performance  
x
2
(12, N=141) = 8.07, p = .780 x
2
(4, N=141) = 2.47, p = .651 No relationship  
Location * Financial 
Performance  
x
2
(12, N=141) = 23.51, p = .024 x
2
(4, N=141) = 7.19, p = .126 Relationship exists under Howrath 
Classification but not when Location is 
classified as Dublin or Not Dublin. 
Location * Employee 
Satisfaction Performance  
x
2
(15, N=142) = 8.60, p = .898 x
2
(5, N=142) = 1.21, p = .944 No relationship  
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Appendix E: HotelCorp Performance Measurement System  
 
A. Quality Index: 
 
The index of quality standards is prescribed at group level and all hotel properties of a particular 
brand must meet a minimum standard in order to carry the brand flag. 352 individual standards 
are set out in a comprehensive document which sets requirements along traditional hotel 
functional areas like Housekeeping, Front Office, and Food & Beverage. There is also a focus on 
Brand standards of service and operational standards which transcend departments. The quality 
index is scored on a pass /fail basis and is assessed independently once a year. This quality 
inspection is performed by way of a mystery guest stay at the hotel, with the assessor identifying 
themselves on checkout and providing feedback to the hotel directly as well as formally scoring 
the property. Operational managers frequently conduct their own quality audits in order to be in a 
state of preparedness for external inspection, but also to make sure the guest is provided with a 
product of the highest standard. While an individual operational manager may focus on a specific 
element of the quality index, housekeeping tend to score cleanliness  issues for example, the 
operations manager undertakes regular spot-audits and does a full audit on a quarterly basis to 
insure that all of the quality targets are consistently met.   
 
B. Employee Survey: 
 
An employee survey takes place on annual basis which seeks to assess and score various aspects 
of the employee experience. A range of questions are asked and mean satisfaction scores are 
produced for a number of areas including: employee satisfaction with their direct management, 
employee satisfaction with the hotel executive management, employee personal development 
satisfaction, teamwork satisfaction and assessment of the ethical standards of the organisation. A 
total overall satisfaction score is then generated for the hotel property.  The survey is delivered 
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online and takes place over a week in order to maximise the number of respondents taking part. 
Although no response rate is mandated by head office the attitude at the hotel property is that as 
many of the employees should be surveyed as possible  in order to provide the ‘truest reflection’ 
of employee sentiment.   
 
C. Guest Satisfaction Measurement: 
 
Guest satisfaction measurement has both formal and informal elements at HotelCorp. The 
distinction being that formal measurement produces dashboard information and result scores 
which are directly linked to the management incentive scheme. Informal measurement on the 
other hand consists of that feedback which may have an impact directly on workload (responding 
to a guest complaint) but is not specifically associated with any particular measure or incentive.  
I. Formal Satisfaction Measurement: The Guest Satisfaction Survey. 
Formal satisfaction measurement is provided through an online Guest Satisfaction Survey (GSS). 
Guests are asked at check in if they would like to participate in a satisfaction survey and if they 
acquiesce; an e-mail link to the survey site is sent to them on departure. The satisfaction survey 
begins by assessing the participant’s likelihood of repeat custom at the hotel property and their 
likelihood to recommend the property to others in order to derive what is referred to as a Net 
Promoter Score (NPS). The survey then proceeds to ascertain detail of the overall guest 
experience: directing the customer to grade their satisfaction on a scale of 0 (not at all satisfied) 
to 10 (extremely satisfied) with items like check in & out, bedroom quality and bathroom 
quality.  Using this same rating scale guests are then asked to grade the various outlets and 
facilities that they may have used during their stay. The survey enquires whether guests were 
informed about the brand loyalty scheme (or if their membership was acknowledged) and ends 
with a section for comments and suggestions for improvement of the guest experience. 
HotelCorp require that a minimum number of GSS responses are returned, but this is a relatively 
small number (n = 25).  
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The results of the satisfaction score are aggregated to produce an overall score for the hotel 
property which is then benchmarked against all other properties in the group worldwide. As well 
as the calculation of the overall NPS, respondents are also categorised as being either supporters, 
critics or apathetic towards the hotel so a general picture of customer sentiment towards the 
product can be derived. Follow up of problem issues raised by guest feedback is also tracked on 
the GSS dashboard, as hotel properties are requested to signify that such problems have been 
resolved or remain open. The current GSS is an updated and considerably more concise version 
of the previous survey (launched in Jan 2014) and provides overall satisfaction scores for items 
like product quality (room & bathroom), process quality (standards of check in and check out), 
value for money as well as scoring how the customer rated the employees of the organisation. 
The online survey has a direct tie-in to TripAdvisor, whereby the final page of the survey allows 
respondents to post a review of the hotel directly to the TripAdvisor website. While the 
TripAdvisor reviews and rankings do not directly impact on the Guest Satisfaction Scores 
TripAdvisor is certainly viewed as a feedback mechanism which is increasing in importance.  
II. Informal Guest Satisfaction Measurement & Social Media  
The hotel property runs a program of informal performance measurement through its customer 
service program. The goal of this program is to empower line level staff members to solve guest 
problems or complaints quickly and without having to involve or inform a manager. The 
principle behind this staff empowerment is the provision of a timely solution to the guest 
problem as management may not be available in the moment. The Customer Service Program is 
delivered to all new employees during their induction and it is a full day (8 hour) training course, 
brief refresher programs are offered usually as part of team briefings or as mandated by a 
department manager. The Customer Service Program also forms the backbone to other training 
programs so it is firmly incorporated into the service training ethos of the organisation.  
Upon completion of Customer Service Program training employees are empowered to solve 
customer problems: guidelines are given with regard to how staff might deal with specific types 
of guest complaint, with parameters and suggested solutions for suggested problems being 
decided locally at the individual hotel property as opposed to at the brand level.  
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Social media is also a source of informal assessment and feedback with which the organisation 
seeks to engage. HotelCorp has a Social Media Coordinator position, attached to the sales office, 
whose responsibility it is to interact directly with guests who feedback through the various 
channels on which the hotel promotes itself, namely Facebook & Twitter. Most customer 
responses are acknowledged, positive feedback generates appreciative responses from the hotel 
and the standard response for negative feedback seems to be an attempt to take the complaint 
‘offline’ and engage with the customer directly by phone or e-mail in a private forum rather than 
the very public forum provided by social media. One of the acknowledged duties of the Social 
Media Coordinator is to communicate any issues / problems to the relevant manager or 
department head so that problems can be resolved and errors eliminated.  
While neither social media nor HotelCorp’s customer satisfaction program are formally 
measured their contribution to measurable results like NPS , improvement in product quality 
(Quality Index)  and overall customer satisfaction are acknowledged by the HotelCorp 
management who enable the ongoing use of these feedback mechanisms in the pursuit of 
performance outcomes.  
 
D. Productivity Measurement: 
 
Since mid-2014 the HotelCorp’s regional management have been in partnership with 
eproductive, the cloud based hotel performance management system provider, to roll out a 
‘people management system’ in 40 properties across the UK & Ireland with completion expected 
in 2015. Essentially the people management system will interface with the organisation’s 
existing payroll software and provide a one stop shop for forecasting and control of payroll and 
productivity benchmarking. Currently productivity benchmarks are being set by regional head 
office and are based on an approved ratio of staff members to the number of guests in the hotel. 
As this measurement system is currently in its roll-out phase, some flexibility in productivity 
standards is being tolerated, but it is envisioned that when fully implemented this system will 
become part of a regional benchmark measure and will be integrated into departmental managers 
performance incentive.  
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E. Health, Safety & Energy Measurement  
 
In recent times Health, Safety and Energy measurement has become an increasingly important 
function of business practice and their management has broad implications for an organisations 
ability to manage its risk and its corporate social responsibility as well as having day to day cost 
implications. While energy measurement and performance is often dictated by corporate cost or 
CSR initiatives, Health & Safety measurement and performance is often mandated at a 
legislative level and so is of significant concern to operators. In regards to H&S in particular 
strict document keeping is essential as an audit trail must be available in the event of a health and 
safety breech or accident. HotelCorp employs an independent company to audit its properties in 
respect of H&S up to 6 times per year. There is also an annual audit by the regional engineering 
team, which covers Health, Safety and technical requirements relating to plant and equipment 
efficiency.  The hotel insurance carrier also audits the property although this audit is infrequent. 
H&S data must also be available to any inspector of a regulatory authority such as food safety or 
a fire officer. The independent audits of the hotel take place blind i.e. the hotel does not know the 
list of standards against which they will be checked, and a minimum pass rate of 70% is required 
by head office, audit scores of between 71% – 79%, require an immediate action plan for 
improvement to be generated by the hotel.   
 
F. Financial Reporting 
 
Financial measurement at the hotel property could be regarded as being standard within the 
industry, focusing on the management of cost, achievement of revenue targets, conversion 
targets, EBITA and ROCE. The financial controller (FC) has responsibility for the forecasting of 
all revenues and the control of cost. The FC also interacts directly both with the hotel managers 
and with executives at the regional level to analyse and report on the hotel’s performance. 
Financial performance is benchmarked across all HotelCorp properties by brand, using industry 
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standard metrics like ADR, RevPAR, GOPPAR, Food Cost, etc. and standard accounting 
measurements of profitability.    
 
G. Company Incentive Scheme  
 
Measurement is tied very firmly to a financial incentive scheme which is offered to all 
department heads, and some outlet managers, depending on the size and scope of the property. 
The incentive is based on the allocation of a portion of any financial surplus generated by the 
property in a given financial year being pooled into a central fund which is then divided amongst 
those of the management team who reach their specified incentive targets. The incentive for an 
individual manager is capped at 30% of total salary. Managers are set a maximum of 5 targets 
which are negotiated with the property GM and generally reflect the specific goals of the 
organisation or target a particular problem area to focus management attention on something 
specific. For example a customer facing department manager is likely to have targets around 
employee satisfaction scores, guest satisfaction scores, quality score, a budget related score and 
then something department specific such as the number of training hours delivered or staff 
turnover. While most managers receive a mix of targets that are both financially and non-
financially focused there are some obvious exceptions to this rule, the financial controller and 
revenue manager’s goals are entirely financially focused. Individual targets are weighted, which 
allows participants to receive a proportion of the pooled incentive based on the achievement of 
individual goals, a manager achieving all of their goals will appropriate 100% of their incentive.   
Any monies left un-appointed will be redistributed amongst the rest of the management team 
pursuant to the incentive salary cap.  
 
 
 
